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FOREWORD

In the first edition of this publicatiou, we tolg you about the sig

State agencies for vocational rehabilitation under contract with the-
Department of Education to develop model avaluation vnits. From tha

Dép&rtment’s’standpaiﬁg; these contracts have legal reference numbers

burpcses of identification. Should you wish to make inquiry to the
Federal agency funding these contracts, these numbers should be dsed.
Relow are listed the six States with their contract numbers.

s : ' Contract Numbers

3

tate

fit

N7

Delaware : 105-78-4008
Michigan 105-78-4008
Mississippi ' 135-78-4003
Orégon ” 105-78-4007
Fenusvlvania 105-78-~4009
Virginia 105-78-401.7.

James E. Taylor, Ph.D.
Project Officer, RSA
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PREFACE

' The Primary purpose of this series of reports is to document the
experiences of six State agencies that are developing systems to impact
upon the development and implementation of pPolicy in the Federal/State
program for vocational rehabilitation. ’

On October 1, 1978, the Rehabilitation Services Administration (RSA)
entered into a contractual agreement (one year duration with the option
for two addifional years) with six State Vocational Rehabilitation (VR)
Agencies to develop model Program evaluation/management information
Support units. The contracts were awarded on the basis of the technical

merit of proposals submitted in response to a Request For Proposals (RFP).

The States receiving the contracts were:

Delaware (a small general agency)
Oregon (a small general agen=y)
Michigan (a medium sized general agency)
Virginia (a medium sized general agency)
Pennsylvania (a large general agency)
Mississippi (an agency for the blind)

The objectives for the Model Evaluation Units (MEUs) were to:
1) develop a model in which comprehensive Program and policy systems were
linked by appropriate evaluation data; 2) field test and evaluate the
effectiveness of the (revised) Federal Program Evaluation Standards and
the Facilities Information System for VR égency management; 3) build new
evaluation capacity which can be: generalized to other States; and 4) i
develop linkages for a within-State agency and between-State agency net-
work for communication, dissemination and utilization of évaluation
topics, with special emphasis on -developing and testing tHe Model Evalu-
ation Units. _ ’ .

In order to meet these objectives, the Model Evaluation Units were
required by their first vear's contract to perform the following tasks:

1. Plan and organize the Model .Evaluation Units;

2. Initiate and establish continuing working relation-

ships with associated organizations, contractors

and university resources;

3. Administratively monitor the organization of the
Evaluation Unit; . o

4. TField Test the new (revised) Federal Program
Evaluation Standards; 7 ’

5. Field Test the Vocational/Medical Facilities
Information System; -

6. Develop New Evaluation Capacity; ‘

7. Assure dissemination and utilizatioﬁ-prﬂductsg

8. Evaluate the Project, and

9. Submit yearly and final reports.

o
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On vctober 1, 1971. RSA, after competitive bidding, awarded a con-
tract to tks West Virginia Research‘and Training Center (WVRTIC) to
coordinate the activities.-of MEU development. The primary functional
responsibilities af the WVRT:Y are te provide coordin:tion, promote tech-
nizal gssistance, monitor activities, develop models, conduct evaluations,
and prepare artic’es and othér materials for dissemination. The specific
tasks of the WVRTC for the most part coincide with those of the MEUs:
however, additional tasks include the development of z regional office
(RSA) model for.the use of evaluation data generated by State VR SgEﬁ;lES

:anﬂ the development of a set of manuscripts that will be instructive to
other agencies who want to incorporate MEU concepts/products into their
-program evaluation units.

Two other contracts have been awarded by RSA to provide specialized
assistance for Tasks 4 and 5. Task 4, to pretest the New (Revised)
Federal Program Evaluation Standards, will be facilitated by Berkeley
Planning Associates {(BPA). BPA developed the new standards under a
previous contract with RSA. Their involvement with the MEUs includes the
pretesting and reflnement of —the proposed performance, procedural, and
project standards. Activities will include degigning instruments for
data gathering, training the States in instrument use, coordinating the
pretest, analyzing the data, revising standards as necessary, and prepar—
ing an 1mplemantat*cﬁ plan.

Walker Associates, (WA), under an agreement with *he National Associ-
ation of Rehabilitation Facilities, will be providing specialized assist-
ance to the Model Evaluation Units in the conduct of Task~5 - Pretest the
Facilities Information System (7iS). The FIS was developed by WA under
a previous contract with RSA. The major tasks that WA will be conducting
include training for MEUs in the use of the FIS, pretest implementation

ssistance, monitoring and evaluation of the pretest exXperience, revision
f the system-where necessary, and the development of recommendations. for
1ationwide implementaticn.’
e : ' A |
he reports of this prject will contain (a) issue papers that ratye )
questions and suggest answers in generic evaluation problems; (b) des- ~
criptive reports of the metheds employed and results of particular evalu-
ation studies; (c) "how to do it" articles; and (d) reports documenting
the experience of the various staffs. These reports will be published
quarterly for a period of three (3) years.

This. second issuance of observatficns contains an outline supported
by flow charts and summar s of Dolawarc's case review process. Oregon's
deployment of staff in tracking issues is described and illustrated with
an example of the techniq & work., An interim repecrt from Michigan
examines the program eval: 3¢'s role as consultant through two case
histories. Virginia's app. 2ch to evaluation uses team techniques employ-
ing both evaluation staff a. . program personnel. Pennsylvania's contri-
butipn describes the structure of its case review process in terms of
regional and distriet roles. West Virginia describes an ongoing study of

i
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ng benefit-cost analvsis in vocational rehakilji-

the pros and cons of usin
tatian. Mississippi su iggests that develapment of a management information
sStem might well pr ecede attempts at evaluation.

Humber 2 in our series concludes with a review, contributed by West
ia, of a valuable new handbook in human services evaluation —- which
literature.

Virgin
will ‘join our blbllagraphy of pertinent

Richard A. Nida
Project Ofticer
i December 1980
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THE CASE REVIEW SCHEDULE PROCESS IN DELAWAKE

GABRIEL MARKISOHN, CONSULTANT
MARTHA JACKSON, CASE REVIEW SPECIALIST
DELAWARE DIVISION OF VOCATTONAL REHABILITATION

INTRODUCTION AND CONCLUSIONS

The job of a Vocational Rehabilitation ceunselor is a many-faceted
one. It is possible, however, to divide the various functions and
activities into two broad categories. '

Technical or Procedural - Certain elements of a counselor's job are
standardized by Federal and state regulations and procedures. 'These are
generally delineated in a casework manual and the application of indivi-
dual judgment is held to a minimum. Like any otter set of regularions,
the ones that apply to the VR Process are subject to int -r¢ 't _on but
it is expected that most of thess are resolved through . . application
over time.

Jud mental - A large segment of thea counselor s activities could be

¢ibed as more subjective, as the services provided are proviled to
individuals. One cannot' standardize the actions and reactions of human
beings and the individual skills and knowlecee of the counselor in
handling the specific problems of u client will always be most signifi-
cant. :

Given this dichotomy of counselor activities, the Case Review
Schiedule (CRS) applies primarily to the "Technical or Procedural" :
component. The stated purpose of the CRS is to meet the following three
primary objectives: v : )

‘1. to determine conformance of case documentation with Federal
regulations and guidelines,

2. to be utilized as a supervisory tdel for feedback to rehabili-
tation counselors on case documentation and case practices, and

3. to be used as a management tool in the determination of recom-
mendations and modificacions in case service documentation and
practices, - : E | |

|

THE CASE REVIEW SCHEDULE (CRS) PROCESS IN DELAWARE

After-Delaware DVR first learned of the San Diego Case Review

Schedule at a Program Evaluation Conference held in Syracuse, N, Y., in
May 1978, the Agency decided to investigate the use of this instrument
to-evaluate compliance with Federal regulations and guidelines. As an



aid to the counseling staff, the CRS process subsequently demonstrated
its merit for training and helplng delineate responsibilities of the
vocational rehabilitation counselor and supervisor. Later, after DVR
was awarded the ME/MI contract, a second use .for the CRS process was
determined. It was identified as a feasible instrument for gathering
data for Task IV. of the Model Evaluation Unit contract- -pretesting of
the new Secretary's General Standards. -

From the outset, the Agency has considered the CRS a management tool
and as a procedure monitoring device--not as a method to evaluate indivi-
dual caunselor perfarmance. N

Thus far,,DelawarE DVR has provided CRS trajning to key administra-
tive staff, all casework supervisors, and all counselors, thereby becom=
ing the Dnly State Agency, tu date, to provide its counselors with such
training in the use of this nationwide, standardized case review instru-
ment. San Diego State University CRS staff has been the sole trainer and
consultant throughout the CRS process in Delaware. )

Analysis of the data ;tVlCWEd in Fiscal Year 1979 has shown that the
Agency is doing an acceptable job in meeting the requirements set forth
by the Federal regulatluna. it is hoped-that-when-additional-data become ——
available, improvements will be realized in those areas where weaknesces
have been identified. These improvements would be due to the fact that
the total staff has been trained in using the CRS.

\

The impact of the CRS on the Agenkv decision-making process h.z been
substantial. The original twelve reviewers (represented by five couunsel-
ors, four casework supervisors, and three Central Office staff) becane
members of the CRS Committee selected by Agency administration to re-
commend ¢ plan of action with respect to the flndlﬂgs thaz resulted ffDm
the CRS review. At the mcment,
planned with definite dates for 1mplementat10n or havealr?ady bEEﬁ
implemented. (See Table 1.) The Casework Manual has been revised,
procedures have been clarified, training has taken place to correct
weaknesses, and priorities as they relate to these items have been
established. The CRS has proved to be an excellent tool to 1dent1fy
stiengths and weaknesses within the casework process.

TECHNICAL DISCUSSION

Two required basic concepts outlined by the CRS Program of San
Diego ?Faﬁe Uanerslry have been considered in pfepaflng for Delaware g
CRS appl tion on a cantlnucus basis: N

A. Random=Sampling' hé application of the CRS is designed
“: take a representative sample of selected cases from the
State VR Agency as the CRS is not designed to be used on
every case processed through the VR system.
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B. Reliability: The reliability design has been buile into -
the application of the CRS so that consistency among re-
viewers can be determined throughout the application process.
The "reliability" factor will also pinpoint areas where further
training will be needed, ’

The CRS aﬁplicatianfpraéess can be presented in four steps:

1. Pianning

2. Review .

3. Analysis of Data X

4. Follow-Up -

, S

These four steps are specified in the attachvd series of charts. From
Planning to Follow-Up, the San Diegn State University CRS Project Staff
has provided technical assistance and assumed responsibility for the
Processing of data, Sgesifi\:allyi féey have provided technical assist-
ance in sample selection, study des#gn, the CRS materials, analysis of
data, and technical Teports,

Before the Planning phase could begin, the Agency administration

had to make decisions regarding: §

A. The sample characteristic for the selection of cases, i.e.
open or closed cases, Closed cases (Statuses 26 and. 28)" .
recommended by-the CRS Cofimittee for FY-80 review.

B. Selection of the reviewers. CRS Committee recommended utili-
zation of the 12 original reviewers. ‘

i

C. The form in which data is to be analyzed, i.e. by District,

by disabilities,’etc. ‘ - /
; ) . i

D. The-frequency of the review, i.e. monthly or quarterly.’

E. Length of time for the campil&%ién of data, i.e. 6 or'12 months,

F.' Target date. i

These variables changes as the Agency's needs and requirements

change. For example, in a given year, the Agency may decide to review
only open cases, another year only closed cases, or alternate between
one year doing the case review and another year doing only a partial
review in order to fulfill the requirements for the new Secretary's
General Standards. : < ‘
i . = S,
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3. ANALYSIS "OF -DATA ‘= This phnse
" essentially takes place at . A ‘

San Diego State University

under the coordinatiorn of the 3, ANALYSIS
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SUMMARY

AsLiudicaﬁed earlier, the Case Review Schedule has yielded a number
of positive recommendations These have resulted in important’ changes,
and have initiated a number of aciions which will result in long-range
improvements.: The CRS Committee has reviewed all of the. :eccmmendatians
and ;hase selected far further action are sunmarized in Tabla l :
a %13=mcnth periad review was begun in Aprll and

_We are hoping that when CRS' results

As for FY- 1980

will continue through SEPtember 1980.
become available at the end of the year,.improvements will be realized in
Accordingly, a determina-

those areas where weaknesses. were indicated.
tlDﬁ will be made as to whether additional training measures are needed.

o
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ThBLE 1
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. fers
. | SECTION.

DELAWARE

.~ ACCEPTED RECOMMENDATTONS

S'fMﬁLEHENTATIDN PROCEDURES OF SELECTED CRS RECOMMENDATIONS

VR Group Responsible
For Implementation

LII.A
Preliminary
Diagnostic
§tudy

|

i

I11. '
(Eliglbilit]

ADMINISTRATIVE :

1y Aﬂdiﬁqnfidentiality and release of information state-
» ments to DVR-3 application form (from IWRP Form 6):

1l

. "ALl information pertaining
to my case and documentation and other
pertinent  material will be kept con-
fidential and will be feleased'gani
‘when necessary in developing my rehabili-
. tation program or upon written consent
- by me." '

_(i}f"ﬁéfiéé”DVh=3-(Appliéaticﬂ for Services) to include an
. explanation of the Client Assistance Project (Item 4c),

Y1) = Reinforce the inclusion.of the case record of '"Basic
.'Information" gathered during the Preliminary Diagnostic
Study as defined in the Delaware Division of Vocational
Rehabilitation Policy Manual (Items S5 and 6). = - ,

Require that the case note entry which reflects the ~
eligibility determination include the counseloris

.Analysis of factors creating the subsiantial handicap
‘gﬁ,em;;a?ment’(ltéms 5 and 6). o -

- (2)

The Casewor k Manual and Forms Committee ‘should deveiop
documentation criteria and methodology that will® :
- ddequately satisfy state and federal requirements -
= (Items S and '6). it

(3)

e

Formse Committes

Forms Committee

CRS Skill Training -
CRS 5kill Traisrdng

Casework Manual
- Committee

(CONT,), .



TABLE 1 (cont.)

RS
section,

1

Accepted

Recommnendations B ) o _ :

ViR Grnup Responsible

For Implcmentatmcn

v
Feasibility-
Eval. of -
‘Rehab. Potent.
tial

O

ERIC

A v 70 Providod by ERIC

ADMINISTRATIVE:

Provide an espanded dEElnltan of "rElitEd factors”
for the Delaware State agency, using those listed in
the Rehabi! tation Services Manual 1505.03b as a .

reference: -
These factors may include,! but are not 11mlted to

the fclluw13g

(4)

a. . lack of marketable skills;
b. 1low educational levej; »
c. community and empisyer pre;ud ces and attitude:
corcerning disabilicy: é
d. loag-term unemploym.ut;
2, unstable work record; and
€. poor attitudes -toward wgfk family, and
 ~community. (Ref. p. 27, Zase Review Manual)
N _ gl NCZ JEYARW A x
N\
(i1} - Expand. dsta gathering tEEhnquES to’ estnbl1sh
~ criteria.for the evaluation of factors which /
heu; on fne client's handicap to employment '
(1t 5 {Factors such as Medical,. Psychological,
Vo at,;ral Educational § ‘uther relatcd} (Ref. p. 25
Cas FﬁVlEh Manual}
{2 Es: gkllsh guidel1n5t prLPdures, and minipum criteria

coynseler annlysis of the nine variables covered
laced: on- how to

by Items 8-15, fmphasis should ‘be
writs and document brizfly and clearly. (Ref. p. 31
LS Manual) The 4.ovariabl es to he de:crlhed/appralsed
: T {

ior ¢

Casework Manual
Camm;ttee

oy o
CWM Comm.-Staff Dev,
Officer=Casework
Supervisors

CWM Comm. in consulta=-
tion CW Supervisors and
District Administrators

4

.(CONT.



TABLE 1 (ccat.)
GRS

__Recommendations

Accepted

VR Group RgﬁpbﬁSible
For ;mp;gmengatiogif

Seetion

<

TWRE Status
12 and Above

ERIC
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(2)
(3)

- (4)

(3

ADMINISTRATIVE : o ‘

Ability to acquire occupational skills
Capacity for successful job performance .
Client's empl@ymﬁnt opportunities

(r) Expand orenforce current chapter on Similar Benefits
-~ in Delaware DVR\Policy Manual. (Revicw Information
available in thgépuhlicatinn on Similar Benefits
issued by the Research and Training Center at Stout
Vocational RehﬂhiKitatian Institute) (Item 3b).

Revise IWRP Form 3\ to include "None" next to
"Similar Benefits'' Lt
Attach dollar value to Similar Benefits whicl ‘Te
indicated on IWRPS) : :

Increase Superviséfy scrutiny of IWRP's in Regions
2 & 3 to assure inclusion of progress toward
employment goal (Item 18). '

Revise IWRP Form 4 to include the indication of
periodic and annual review. .

Refine IWRP Form 4 to,assure that the specific
objective criteria by which the progress. of the
client is evaluated is documented (Item 19).

i

(6)

- 3 ) i , B £ 2 =
Determine annual review date (from.date Slient
entered Status 12) utilizing program computer ,
print-out (Item 22). . :

./ '

(),

-
s
-

B

e

‘~/ - N '; ;.

Gaseé@rk Manual -
Committes

Forms Committee

" Medical Fees Committee

Similar Benefits Coord

‘Forms Cammitégfv

Forms Committee

i
R £ 7 .
EDP Screening Committee




“TABLE 15(:an£.liﬁ

CRS

|Accepted.

Recommendations

Vit Group Responsible.
Fgriimp;emgntatinp

“..Section .

\
!

v

VL
. Delivery of
»Sefyicég

Vi1
‘Termination

of '
‘‘Cases

i e B

.| ADMINISTRATIVE:

i [(10). " Revise IWRP Form 1 to ‘include client's views of

(8) - Incease supervisory scrutiny of IWRP Form 6,
“enforcing the requircment of the recording
of the client's views of the program. If client
does not state his/her views, record "None"
(Item 23), - .

(9) Review the state policy and amend, if necessary,
to assurc that the Certificate of Ineligibility
(1WRP Form 1) is issued in all cases closed in
Status 30 or 28, and that. proper documentation is

-recorded on the certificate according to RSM"
1549.03c and CFR 1361.37¢c (Item 24c § Item 28)

.the ineligibility decision to meet the require-

" ments for CFR 1361.39l..
y
{i) -Reinforce need fﬂ%fdazgﬁentétianﬂand evaluation of
. similar benefits pertaining to all services.
« (Items 5g and 7g). -
(z) Requiré more extensive provision of Placement
Services :

”' due to loss of client contact to assure substantial

recontact efforts (Item 31b) (Region 1). - . .

i TE ;

(1) Increase supetvisﬁrj scrutiny of cases_to be closed

Cagework Manual Comm.
(Revise Item 10,241 of
Caseworl Manual, p.62)

Casework Manual Comm.
(Policy Issue)

Contingent u, -~ decisio
re Aperocs 4 Ttpe ag |
suc¢ vl cer-ifilcate of
ineligibility.

CRS Skill Training/
Casework Supervisors

Casework Supervigors

H

i (CoNT.



. TABLE 1 (cont,) ' C .

€Rs
Section_

Recommendation . ) - [ : B

Accepted ' - L

VR Group Responsible
For ;mplemcﬁtatiqn,,

‘

E

" ADMINISTRATORS: S . /

: . /
Increase supervisory scrutiny of closure
activities (Statuses 30 § 28) reldative to
the eligibility decision to assure that
when possible: , A

(2)

a) full consultation wit@/;he client (or
client's representative) was made

(Item 35, also refer /to CRS instruction

Manual, page 52), ‘and

b) the client was informed in writing of
the-closure actian/taken (Item 36). 7
. / : 1
IHCTEQSE;SUPEfviSQTY scrutiny to assure the
presence’ of necessary documentation in closure
‘letters to clients and/or/ closure statement
as IWR? amendments to be/given to clients,
(Item 48). ' o

(3)

Increase supervisory réview in Region 3 to
assure appropriate reporting of closure’ _
outcome to other agencies (Item 41) and adjust -
ment closure form to/reflect that the appro-,
priate agencies weré contacted regarding
closure action (réﬁ%r to Casework Manaul .
Committee). : S

(4)

Revise IWRP-7, whlen stock is exhausted, to
include job titlée as well as the D.0.T. code -
for the type of/occupation (ltem 42b), -

‘Casework Supervisers

Casework Supervisors

i

‘Casework Manual Comm. ,

Forms .Comm.; Casework:
Supervisors "

Forms Committee _
Y« (conT.)y
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III
Eligibility
/

o Iy
"eagibility
ival. of Re-=
ab Potent-
al

ERIC. .

B A v et Provided by R f

(1)

(2)

1)

‘goal with emphasis on clarity ‘and succinctness.

* TRAINING:

Contingent upon the results of reviews subsequent to
the initiation of Administrative Recommendations

1, 2, and 3, develop training techniques to assist
counselors in documentation of data synthesis re-
lative to eligibility determination (Items 5 and 6).

Train counselors in recording the results of inter-
views bases on information to be gathered as defined
in the Delaware Policy Manual (Items 5 and 6).

Provide training and develop skills in diagnagtiﬁ
interviewing, analyzing, and documentation with
specific reinforcement of the definitions of
"describe" and "appraise" as outlined on page 30
in the CRS Manual of Instructions (Items 8-16).

i 1 ° i
Contingent upon the resuits of future reviews
subsequent to the implementation of Admini-
strative Recommendations 1 and 2, consider

.skill training in the synthesis of information

in relation to the client and the vocational.

o o
|
| B

B TABLE 1.(cant;3
CRS " Accepted VR Group Responsible
cction | Recommendations ~ T B

CRS Skill Training

" CRS 5kill Training

Staff Dev, Officer

IR

Staffkpeéi Dificer




TABLE 1 (cont.)

CRS
§gﬁti§n

JRecommendatjions

Azéepted . L ’ ’

Vi droup Responsible
For Implementation

vV
IWRE-
Statug 12
and above

Vi
Delivery
of -
‘Services

i

TRAINING: =~ '
(1) the

Provide training in the proper recording of tl
the

results of similar benefit investigation of
INRP . (Item 3c).
proper procedure for

Train counselors on the
Form 14,

completing revised IWRP

(2)

Train counselors in procedures for evaluation

of service delivery in terms of outcome
(Items 18-21). . - '

(3)
Provide training in documenting objective

. Criteria, procedures, schedules, and results
of periodic progress evaluation on the refined
IWRP (Items 18-21). '

4)

Provide training in éagumenting satisfactory
vocational adjustment on Status 26 closure
amendment (Item 25d). '

(5)

Provide training in documentation and evaluation
of similar berefits as they apply to all (Items
5g and 7g) services. _

(1)e

-Provide training in the provision and documenta- '
tion of Placement-Services. Use the definition:

- of placement activities #&s provided in the Rchabi-
litation SErvices Manual 1541.01 (-1), 1541.03(2),

(2)

Staff Devw. Officer

Staff Dev. Officer.

{
Staff Dev. Officer

Staff Dev. Officer

Staff Dev. Officer/.

S5imilar Benefit Coord.
- (Trng, at Oct. meeting,

Diastrict. Staff)

Staff. Dev. Officer.

1541,04, and 1541.07.

‘-!;
20
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TAHLE 1 (cont.) "

Accepted ' ' P
| Recommendations :

VR Group Responsible

TRAINING: , !

(1) Provide training in developing supervisory con-
sistency in writing adequate closure statements
“as IWRP amendments dnd closure notification to
the client (Item 48)." '

(2) Provide ‘training on counselor documentation pertain-
ing to placement services with "as appropriate"
in mind (Item 54a through i).

(3) le training in-the documentation of criteria
ed to suitable employment, specific to items
55band ¢. (Refer to Administrative Récommendation
number 9). ' : -

LS
I\
(EN

For Implementation

Staff Dev. Officer &
‘Casework Supervisors .

Staff Dev. Offfcer -

Staff Dev. Officer

(CONT.
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TABLE 1 (conclusion) EXAMPLES OF REJECTED CRS RECDMMENDRTIQNS
CRS | Rejected , ,
Section _Recommendations - e - 7 —

TN

REJECTED:

IT1.A * To review State Policy regarding use of State Agency
Preliminary Diag- Psychiatric/Psychological Medical consultants:
nostic Study _ ) : L . \ - '

M * No problems are seen with current status of DVR's Medical
consultants 2

This CRS item as stated is not required for compliande with
Federal Regulations ° : : {

i

i

k . . R
I1.B : Rejected sample, review of cases in'¢
Extended T j g

VEEﬁﬁed evaluation:
Evaluation '_ - Out-of 120 cases éampleg&ly revréﬁed, énlx 9% féceivéd éxtended

evaluation, San Diego recommended -that a sample of 30 - 50 cases
. in extended evaluation be reviewed to determine areas of strengt
e . . and needs improvement. The number of extended evaluation cases
: closed in statuses 26 and 28 is relatively small to be of . - .
significance; the group felt San Diego's recommendation’is a low-
priority«itdm and we should direct our concerns toward other
n e e T toward other

. ? ~ areas. NS
v \ 7(\' -

IWRP Status 12, o Reject ‘data pertaining to thE{p%gﬁisipn_ﬁf-;hé;anﬁual review of
and above : : ‘cases closed non-rehahilitated,.. Provision.is made. on -IWRP

Form 6. Reviewer$, at the time of the'review, did not..take into
;ngd’dat§wz;ff

account the provision of the IWRP-6, Therefore, anal
indicated that Delaware lacked. such provision: - K N a

R " fnother recommendation on Sectith VII was alsd rejected on similar-
. account. | The validity of the reviewers responses was questioned. \ .
: ¢ . . - : == . : ., i . » \

!

Do
(S




g W A RALLLING oY S[EM
- - o 2lon i

N ' GERALD V. MANN, ASSISTANT ADMINISTRATOR

. ~ FOR POLICY AND PROGRAM DEVELOPMENT \ A (—
- OREGON DEPARTMENT OF HUMAN RESOURCES

; E . . \ .
Lpne of the achivities of the Model Evaluation Unit was to de?élap a
k¥ to describe the Process by which policy issues are
identifidd and anall¥ed and how policy decisions are made, implemented,
and evaluated. Sope olicy decisions are made in seconds by g singie
individual in the organteatd

At the bther end of the continuum are policy issues which require a very
large expenditure of staff time and resources over extended periods.
Involvement of a wide variety of staff of the agency, and perhaps from
outside the agency, are sometimes required ‘to gather, Study and analyze
data before a decision is reached. Even after the policy decision has
been made, the amount of staff time and resources required for itg
impleméntation ran vary enormously. A complex program-such as tk-
Vocational Rehabilitation Division will have at any given time a gup- -
stantial fAimber of such policy issues in various stages of analysis,
- decision making, oy impleﬁeﬁtatién;f‘ e TR

be.made deliberately, ' Such decisions are often made in an environment
of égnstantly shifting priorities andgstaff-avéi;gbi;ity and capability,

‘ Given ‘the number of issues, the shifting priorities, the staffing
changes, and a general crisis orientation common to many human service

. Programs today, it 1s not uncommon for important policy issues to become
lost, leaving the Administrator disddvantaged by not having vital data
when'it is required. - : : o

Without belaboring the point, we believe that most administrators
would agree ‘that-a system is required.to identify issues with policy
implications, to consciously assign staff to analyze such issues and to
Propose alternatives and to complete the action ithrough the implementa-

“tion of the Administrator's decision. Such a system should provide the

;.;Administfator with periodic TEPOrts so that changes may be made when |

. necessary to insure that deadlines are met and that limited resources
are focused on the most important,acgiviéies_ Such a system~assurgs

accountability, BRI

. I - : &
Q@ The OVRD .Issyes Identification and Tracking System is an attempt to
-RJ!:vidg’sugh a rational system Dfraccauntabiiity as ‘an adjunct to the
i tceptual Framework. S RV ' Lo
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Aruitoxt provided by Eic:

ERIC

o %héesystem begins with the vecognition by the Administrator or the
Deputy Administrator,that a decision should not be made on a specific
issue without study and that- the issue is important enough to allocate
staff time and resources .to develop it into a decision package. This
recognition nay be reached by the Administrator working singly, it may

- evolve from discussion with others, or it may become apparent from
* memorandums or routine management data, :

When the degfsian is.made to éxpend staff time and resources on a
particular issue, the following are required:

1) Identification of the issue;
2) Assignment and notirfication of 3 responsible lead person:
3) Assignment of an anticipated completion date or' the date
~when a decision package is due; and o
4) -Notification of the person who maintains the Issues and
Tdentificaiion and Tracking System.

) Usuaiiy, the above requirements are completed during discussions at .
an administrative meeting, although they could also be completed by an
ascignment memorandum. Commonly, an issue will surface during the

regularlyascheduléd meetings Eétween the Administrator and other staff,

-members. Discussion then follows aﬁ;sugh'maﬁggrs ags when the decision

is needed, availability of data, priority of these issues relative to
others, relationship cof this issue to the agency's mission and to the-
missions of sister agencies, and which staff member is best able to

~develop the decisign:pgckageg A verbal assignment is then made, which,
‘in most instances, is followed by a written'assigﬁméntrfram the super-
visor to the responsible person. A copy of the written assignment is

sent to the individual who maintains the Issues Identification and
Tracking System and the issue ig added to the list of those on which the

Admimistratgr_will receive monthly progress reports.

Thé'system:bégan iﬁ!NovembérflS79 with 32 issues.: As of May 31,

1980, a total-of 12 issues had been completed and nine new issues added.

One issie-was dropped prior to completion because it was not attainable,

.and two issues were renumbered co group them with-related efforts. - Thus,

in our experience, there has been an average of slightly more than 30
issues in the tracking system at any one time. ..Caution 1s exercised to
track only those deemed of considerable importance to the agency, inciud-

'ing those one-time actions required by higher avthority but not including

régularArépéti;;Vé reports. . Such repetitive reports have their own

tickler system to insure that timelines are: met. ‘ -

‘During the six months, 23 different staff persons have been assigned
responsibility for one or more issues, with no person assigned more than
three at any one ‘time. Anticipated completion time has varied from tve
to 18 months. IR '
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that information requiy

_accomplish that which is most important. 4

AN
Although a complex numbering system is currently in use, we reccmmend
a simple sequentlal numbering of issues be adopted for 1ﬂent:f1tation_
s \

A word processing system is used to store the complete tracking
_system. During the last few days of each month a reminder memorandum is
‘generated, using the word processor, for each issue being tracked. These

memoranda are then distributed to the persons responsible, who complete a
handwritten progress .report on each issue by the fifth working day of the
‘following month. Only a few minutes are required for each person
regp0ﬁ51ble to handwrite a concise progress report and route it to the

one who compiles the monthly report for the Administrator. Likewise, the
compiler expends only a brief time co check each repert, underscore any
delays or roadblocks identified, assign an appropriate progress symbol

and route it to the word processing operator for text editing. The
monthly progress reports on each issue vary in length from a single
sentence to as much as a half-page of single-spaced typing. Care is
exercised to limit the-Tength of the progress report and include only
‘ed. by the Administrator for review purposes.

In addition to the narrative paragraph on each issue, a quick
reference index and a transmittal memo are included to the Administrator
1ncrease the utility of the complete report. The transmittal memo is
usec. to call attention to new issues, completed issues, and those Wwhich

are not progressing as expected., The index also contains a progress
symbol for each issue. The symbols are: 'S = satisfactory; "PS" =
partially satisfactory or minor revisions are requlred and "U" = un-
satisfactory. The narrative paragraph for each issue which is identifi Ed
as unsatisfactory or.partially satisfactory contains underscored section
which describe the problem. This method of identification permits the

. Administrator and/or other appropriate supervisors to be readily aware

of any problems and take whatever action is necessary to get the issue
moving again.

o
o

Monthly progress on the issues is rated satisfactory for the majority
of issues, and there are usually three to X issues which are considered
only partially satisfactory and one or +-o that are definitely unsatis-
factory., Corrective action is taken, wnen appropriate, as a result of
the tracklng process. : : /

]
o

We believe this system provides a reasonable degree of azcﬂuntabil*—
ty with a minimum of staff time expended. It also provides an informa-
tion flow to all appropriate staff on a variety of vital issues. Final-
ly, the Administrator's Office is fully informed and can take action to
shift priorities, resources, and staff in whatever way necessary to

\\
Copies of the Juneélgéﬂ Issues Report, together with the "assign-

ment memorandum” and the ' 'monthly repértlng memorandum,' are attachéﬁg
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and typing time required.

Although our system utiliz
it is not essential to have suc
could be:initiated on a manual

eés a word processor in its i
h sophisticated equipment.
basis with only glightly mor

21
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Narrative description of assignment: : : ¥

OREGON VOCATIONAL REHABILITATION DIVISION , L%s

“ISSUES ASSIGNMENT MEMORANDUM"

VRD Issues Tracking

the Adm;n;s ratar has determlned that Etaff time and sesaurces
will be expended. In order that the Administrator and athers ‘may
be-kept informed on the progress of this issue, a report is re-
guired from you by the fifth working day of each month. The re-
port should concisely deseribe those activities telated to the
issue which werée completed during the previous month. When ap~
propriate, you should also recommend changes in anticipated com=
pletion date or 'any other matters of which the Admln;strata:
should be awvare Eoncerning this issue.

A consolidated report of pragfess'an all issues being tracked
will be prepared monthly and a copy will be supplied to each re=
sponsible person. Please retain this assignmént for reference.

A reminder statement for each issue for which you are responsible
will be sent to you near the end of each month'and it should be
used in prega:ing your manthly report. It need not be typed, but
please write legibly. T

The'iss which has. been assigned to'you is:
Number - Title Antig1pated completion date

3 : [

Hh

(When appropriate,- this desﬂriptlan takes the form of a measur-

‘able objective.)

- 22
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NREGON VOCATIONAL REHABILITATION DIVISICH |

"MONTHLY REPORTING MEMORANDUM"

o T

eport

IH-"
)

VRD Issues Accountability

You have been assigned %espchsiﬁiiity for' the following issue:

' Number Title 7 A pated completion date
Last manth's’p:@g:ess on this issue was rated .

-In the space belcw please report your pfagress én this Lasue .dur=

ing the current month. Return khis report to me no later than
the fifth working day of next morith. Please identify any prob-
lems which have caused or may cause a delay in :@mpleﬁ;ng work on
this issue and any zecnmmendatlcns for change.

Progress: report: e o P

o
R
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} e
&
Cani {-n;
Recyelnd

Alitefals
Bi.133.1387

STATE OF OREGON INTEROFFICE MEMO

Administrator's Office July 1, 1980

Dale Resves, Harv Schubothe

i E - aTE

Program Evaluation & Statistics
Neil Sherwcod o _ -

Progress Report for May 1980 on VRD Issues and Action Plan

In accordance with your memorandum of 11-30-79, the progress report

for April‘ is herewith submitted, -~ ' -
This report covers.a total of 30 issues, one of which has just been
added. The new issues is entitled, "Study of the Younger Nursing Home

- Population to Determine Feasibility for Moving Scme to Less Costly

Care. Report Results." It is assigned to Mr. Stephens.

Two issues have been completed with this report. They are Issue

. Number 6 - Develop an Equitable Sheltered Workshop Fee System, and

Issue Number 17 - Completion of OVRD 1977-78 Biennial Report. These
issues will not be carried on future reports. . o

Seven issues are considered to be progressing only partially satisfac-
torily because of 'the ‘reasons underlined in the narrative portion of
the report. Two issues are considered to be progressing in an unsa-
tisfactory manner. They are Issue Number 9-5 = To Develop Operational
Plan with Local Schools, and Issue Number 9=6 ~ To Develop a Grants
Management Handbook. The problem with both appears to be that work
considered to be higher in priority is crowding out any time for
action on these issues. .

Twenty iéaues are progressing satisfactorily and one carries no prog-
ress rating as it has just been assigned.

1d
Attachmentsa

ce:r Bob Butler . Sandy Matthews
Sue Druffel : RoBs Moran
Elsie Forrest ) : Clarence Parsad
Irene Graham Jerry Rempel
Tom Huffsmith ~ Ken Russell
Laurilee Hatcher - ~ John Schreiber
T.C. James Clyde Stephens
John Jelden ) Doyle Taylor -
Gerry Mann R.E. Wright

.-

Y
AW



5-1-b

3rl-c

5-4

INDEX

R OBJECTIVE TITLE

ISSUE

| O

ANTICIPATED

M

Services to Injured Workers

“Independent Living

Implementation of SB 5555

S:tengthén,VﬁD's Information

System & Evaluation Capacity

Revise and Document a Concep-
tual Framework for Informa=-
tion Flow and Policy Develop~-,
ment within VRD. Publish
Document. :

Plan and Conduct Field Tests
of the Proposed Standards
for VR Program and Project
Evaluations. Report Findings.

Update VRD's Capacity to
Engage in Program Evaluation
Activities by Providing .
Training to Project Staff and
Others. Report Resules,

Develop a System for Tracking
Major Issues under Study
within VRD. Report Results. '

Develop an Improved Forms and
Records Management System.
Document Results,

Fleld Test the Facilities
Information System.

Evaluatae the Costs and Bene-
£its of VP Services

Study Ways to Reduce the
Duration of VR Services to
Clients S
Evaluate Population Esti-
fataes & Resource Allocatien
Modelsa’

Evaluate Effectiveness of
Job .Placement Services .

COMPLETION DATE

June 1980
. (revised)

December 1980

June 1981 H

September 1980

June 1940
{revised)

August 1980

July 1980

. Decembar 1980

June 1980
(revisad)

June 1981
June 1980

June 1980

mber 1980

L]
o
m~
i
o

July 1930

23

PERSON

RESPONSIBLE

J@hnvéelden \

Clyde Stephens -
Jerry Rempel

Nell Sherwood

Neil Sherwood

Laurilee Hatcher

Clarence Persad
(revizsed) '

Robin Wright

Laurilae Eaezhg:r

(revized)

Ross Moran

Irene Graham
Roas Moran

Doyle Taylor

Ps



ANTICIPATED PERSON

NUMBER  ISSUE OR OBJECTIVE TITLE - COMPLETION DATE  RESPONSIBLE  PROGRESS*
6 Develop an Equitable Shel- May 13980 — John Schreiber s
Ee;ed Wocrkshop Fee. System (completed 5/80) Co :

7 Develap Wa;xéhép Cecrtifica- June 1981 - John Schreiber s

tion- Standard Hanitaf;ng . '
System
8 Hgnit;::ané Evaluate Shel- January 1981 John Schreiber U
tered Sarvices Subsidy I
Program
. .
9~1 ° Evaluate Mental Health/ , January 1981 Elsie Forrest 5

Deaf Project

9=§ Develop Gpera:;gnal Plan withl March 1980 ' Irene Graham u
Lacal Schools L )

9~6: Develop Grants Management March 1980 Tom Huffsmith u
Handbook : ; ~ '

‘12 Review and Revise Client Juna 1980 Terry James 5
Caseload Procedures :

12-5 Recast khe Adm;n;s;:a;iva July 1980 Tercy James -
Manual : R

14-1 Develop Personnel and Train- (to be!'determined) Sandy Matthews - .~ §
ing Information System . .

Plans

14-2 Develop Quality Accounting ' July 1980 " Ken Russell s
and Purchasing Services -

14=-3a -Traln Staff of Users Guida August 1980 sandy Matthews s
for MIS _ '

14-3c ngeleg»Inaexgd Repository July 1980 Neil Sherwood 5

of Professional/Technical
Information (Phases I § II)

l4-4a Develop Supervisory Training  July 1980 " Sue Druffel . ps
an Dealing with Praoblem : ' :
Employes .
26 3




ANTICIPATED . PERSON

NUMBER  ISSUE OR OBJECTIVE TITLE COMPLETION DATE RESPONSIBLE ~ PROGRESS*
14=5a Implement a Revisad Autnﬂated June 1981 Bob Butler 5
Fiscal System :
- 17 Cempleticn 'of OVRD 1377-78 May ‘1980 Robin Wright PS5
: " Biennial Report . ’ (;ampl eted d 6/80)
18 Study the Younger Nursing Sept. 1980 . Clyde Stephens.

(new) Home Population to Determine

. Feagibility for Moving Some

to Less Costly Care. Report
Results. '

wy
[ T

- Pa:tially Satisfa:tary - See underl;ned Ee:tian of report
= Unsatisfactory :

27
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Issue Number 1 - Secvices to Injured Workers - o
“iz. Jelden reports that substantial effort was expended during May to

develop a draft of the contract between WCD and VRD. It was not possible

the anticipated completion date should slip to June

[ssue Number 2 - Inééggnéeﬁt Living - B . ! -
Mr. Stephens repocts that there has been no movement on this issue”
during May. VRD must await the approval of its grant applieation for

federal funds to initiate a Part B grant program in Oregon. Approval in

'RSA hds been held 'up by the activation of the new Education Department and

the lack of delegation of duthority to the RSA Commissioner. The antici-
pated completion date of Dec. 1980 remains. :

Issue Number 5-1 =.5trengthen VRD's Information System and Evaluation
Capacity = : .

Mr. Sherwood reports that progress.is adequate except for some delay in
documenting the -impact of the recent = : +iistrative reorganization on the

- conceptual model for information flow.and policy development (See Issue
Number S=1-a) and further delay in documenting an improved forms and 3

tecords management system (See Issue Number S-l-e).

Issue Number 5-1-a -~ Revize and Document a Conceptual Framework for Infor-

_mation Plow and Policy Development within. VAD. Publish Document./

Mr. Sherwood reporta a continuation of the process of :ehligning
person-al and functions within the fecently established organizational"
8t: .:ure. The effect of this . and other workload has resulted in delay of
the ravised conceptual framework document required by the federal contract.
The complation of this document is now targeted for the end .of June.

Issue Number 5-1-b - Plan and Conduct Field Tests of the Proposed Standards
for VR Program and Project Evaluations. Report Findings. o

Dr. Moran reports that data for the closure and 12-month follow-up sur-
veys has been collected and entered on a computer tape. Coples of this
tape will be forwarded to the standards and coordinating contractors. The

‘data will be locally analyzed during June and a report will /be distributed

to agency staff. A six-month follow-up survey will .be mailed to each of

- the 300 rehabilitants who were sent a closure survey. This component of

the overall study will comsefce in July and run through October.

Issue Number 5-1-c - Update VRD's Capacity to Engage in Program Evaluation
Activities by Providing Training ‘to Project Staff and Others. Report '
Results. o :

Ms. Hatcher reports thit Mr. Wright continued his forms management
class. No other training was raecelved during May. Ms. Hatcher ‘began work
on the development:of a workbook with specific VR examples for teaching
Eagytrieve programming within the agency. ' '

Issue Number 5-1-d - Develop a System for Tracking Major Issues under Study
within VRD. Report Results. ' ' '

Mc. Mann reports that the issues tracking system i3 in place and fune=
tioning adequately, Consideration is being given to issuing a reminder as
of the last day of each month to each person responsible for an issue.
Hopefully this procedure would result in a more timely submission of -ths
monthly reports, :

Any suggestions for improvement of the Issues Tracking System will be
appreclated. o

Beginning with the July report Mcr. Clarence Persad will as3ume respon-
siblity for the preparation of the monthly issues report. .

28

36



Q

ERIC

Aruitoxt provided by Eic:

Issue Number 5-l-e - Develop an Improved Forms and Records Management Sys-.
tem. Document Results. ’

Mr. Wright reports that a draft of the system documentation is being
prepared for staff review. Completion is now anticipated at the end of
Junes

Issue Number S-1-f - plan and Conduct Field Testing of the Proposed
National Facilities Information System. - Document Plans. -

Mr. Mann reports that the two training sessions for Oregon tehabilita--
tion. facilities staff were held during May. One was held in Portland and
one in Eugene. Most Oreqon facilities were represented. Mr. Schreiber,
Ma., Hateher, Mr. Russell, and Mr. Lawler of VRD also attended. The actual
fleld test is scheduled to begin of July 1. Ms. Hatcher will assume
responsibility for this isaue in:the future.

Issue Number 5-2 - Evaluate the Costs and Benefits of VR Services.

Dr. Moran reports that he has completed.a draft cost/benefit model.
The report i3 circulating among agency staff for critical review. Addi-
ticnally, a copy is. being reviewed by Dr. Richard Dodson of Berkeley Plan-
ning Associates. Dr. Dodson is an .agdthority on benefit/cost analysis of yR
and i3 expected to provide valuable criticism. Unless substantial revision
is recommended, the report will be completed on schedule. Once consensus
is outlined on the default assumptions of the model, it will be possible to
increase the automated conponents of the procedure, This revised procedure
should be tested with the FY 80 data available in October.

I33ue Number 5-3 - Study Ways to Reduce the Duration of VR Services to
Clients = . ' _ :

Ms. Graham raports that a questionnaire is being prepared to digtribute
to the members of the NRCA advisory group which meets regularly with Mr,

" Reeves.. Suggestions will be sought as to ways tha field could visualize

carrying out this assignment. : -

Issue Number 5-4 - Evaluate Population Estimates and Resource Allocation
Models'- o o .

Dr. Moran reports that estimates of number served and case service
Gosts were made through PY 83 for agency priority groups. He will be
working more closely with other members of the Program Planning and Evalu-
ation Unit to develop predictive resource allocation models.

Issue Number 5-5 - Evaluate the Effactiveness of Job Placement Sarvices -
Mr. Taylor reports that follow=up on tis issue of increasing efficiency
of the job developers, which was raised as a consequence of earlier program
evaluation studies, is now essentially complete. In addition to a basic -
workplan for all job developers, the following changes have been recommen-
ded in Ehe'pfagram model, and endorsed by the Administrator:.
1) Wherever practical, job developers will be assigned to a glngle
office, under the asupervision of the office supervisor. It is pre-
3upposed that the greatest “team” efficiency is realized when all
members of the team are accountable to tha same team leaéerz
2) To maximize job developer skills and services, only those clients
with the more severe handicaps requiring more time or axtra effort
‘in the placement process will be refaerred to the job developer.
3) Placement efforts shall be carried out in accordance with an indi-
“vidualized written placement plan mutually arrived at by *the coun-
selor, client, and job developer. Progress on plan implementation
shall be monitored and recorded in the client file..

£y 1=y
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Issue Number 5-5 (continued) .

4) There will be an increased- "rehab” expectation from team efforts
which include job developers. .

5) The basic workplan will allow for individual differences in assign-
‘ments of job developers to accommodate the unique circumstances of
the assignment. e : : : a :

6) As“vacancies cccur in the Employment Specialist series, these posi-
tions will be converted to VR Counselor I positions. Counselors
ii7=3 into these positions will function as placement counseloes
for the Eirst year of their -job assignments. )

Comments, suggestions and input on the common elements of the job deve-

loper workplan have been received from managers, supervisors, - .and job deve-
lopers and will be incorporated in a revised draft model.

Issuye Number 6 - Develop an Equitable Sheltered Workshop Fee System =
Mr. Schreiber reports that the workshop fee model has been completed
 and accepted by the workshops in tha Associatien (OARP) . This issue has
now been completed.and it will not be necessary to report further on it.

Issue Number 7 =~ Develop Workshop Certification Standacd Monitoring System -
Mr. Schreiber reports that The Workshop Association has agreed that VRD
adopt \CARF accreditation with the costs to be shared equally for the ini-
tial survey by the facility and the Division.
The Administrative Rule to mandate CARF and ta adopt the revised stan-

‘_ dards has been submitted o the Secretary of State for adoption on July 1,
198a. | : :

Issue Number 8 - Monitor and Evaluate Shgltéfedyﬁéfkshﬁé Subsidy Program -
Mr. Schrelber reports that part of the bdseline data - client wages -
was raceived and the average computed for each facility. Information

v fegacrding cllent teeminations, client disabili:les, and refercal soucces
‘has not yet been creceived from AFS. ‘ : :

Issue Number 9-1 - Evaluate the Mental Health/Deaf Project -

Ma. Forrest reports. that the Interim Bvaluation Report on this project
was completed and distributed to all interested partias 'in Oregon during
April 1980. Copies were-also distributed to the State Coordinators for the
Deaf i{n other states as well as to the central and regional offices of RSA.

' Several commendatory lettars have been received from recipients.

A final evaluation report will be pPrepared in January 1981.

Issue Number 9-5 - Develop Operational Plan with Local Schools -

Ms. Graham repccts that copies. of the local plan have been distribyted
to the filald. Requests have bean made through Reglonal Managers for signed
documents. Some regions simply don't want to do it.

It i3 suggested that we reinitiate Ehis process in the field with a 30-
day deadline for. compliance.

Issue Number 9-5 - Davelop Grants Management Handbook -

Mc. Huffsmith reports that the ever-enduring Grants Management Handbook
has been typed in rough draft form! ‘ -

However, as a result of recommendationa made by our federal friends,
Clyde Stephens has roughed out a section on ILR to be included in the Hand-
boak. Also, the federal friends suggested we beef up the sections dealing
with evaluation, etc. Finally, the Handbook needs to be revised to reflect
changes made as a result of the most recent administrative reorganization,
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Issue Number 9-6 (continued)’

Mr. Huffsmith also indicates that after getting the Planniag and Zvalu-
ation Unit organized as far as Job duties are conceorned, “this project will
be delegated to scme lucky person for.completion. Until then, in consider-
ation of the press of other business, it will go on the shelf as a very low
priocity item. : ) ’

Issue Number 12 = Review and Revise Client Caseload Procedures =

Mr. James reports that the final case development forms have been
delayed because of other priorities. If other new priorities are not
established, the draft ferims will be printed in June.

Appendix A is scheduled to be distributed to all Manual holders in-
June.

The denturist policy is complete except for final review by Dr. Burwell
and the Administrator.

Issue Number 12-5 - Racast the Administrative Manual -
Mr. James reports that most of the volumes schedules of the Manual
ravision project are on schedule except Staff Development and Training

'Where gerformance to date has been unsatisfactory.

Issue Number 14-1 - Personnel and Training Tracking Information System -

Ms. Matthews re;orts that delays in printing have slowad PEoyress on.
the TR-100E field test. Porms and instructions have been received and will
ba utilized beginning in June. , ’

Training Unit staff reviaswad Executive Department's remote Access
System which will be used after July 1, 1980. This system will ba used as
the personnel data base for both Training Unit and Personnel Unit.

‘Sample reports still need to be developed before preliminary systems
design and establishment of a meaningful completion date.

3

Mr. Rugssell reports that; . .

1. Employe Travel and Purchasing of Client Services and 'Supplies OVRD
Manual sections were issued this month.

2. Inventory of Administrative Office fixed assets was completad,

3. Continued work on new OVRD Manual. §

4. Participated in I&E Workshop Review of procedures {aceounting ) by
Region X. , ‘ )

5. Attended the accounting portion of a Pacilitias Workshop in Port-
land. . - : : -

6. Survived a Ganeral Services review of VRD purchasing polieciegs.

7. Ravised mail room schedule. . N

8

9

Issue Number 14-=2 = Devalop Quality Accounting and Purchasing Services -

Met with Bob Butler and Mike McBride on the *MARS" system,
9. Mike McBride started work on "MARS." ‘

Issue Number 14-3-a - Train Staff on Users Guide for MIs -

M3, Matthews reports that the needs survey is completed and the data
has been analyzed. While changes in the system could be proposed fisecal
considerations may rule modifications requiring reprogramming or’ report
modifications. Due to this, a training package will be developed around
management reports currently in existence. . ) --

Iasue Numbar léié—c = Develop an Indeggd-kegasitazy of Frofessional/Tech-

- nical Information (Phases I and II) -

Mr. Sherwood reports that the target date.of July 1 zémélnsigﬁtainablé
for completion of the initial phases of the development plan.
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Issue Nuzler l4-4-a - Develop Supervisory Training on Dealing with Problem

Eaployes - : , _
Ms. Druffel reporcs that due to the decrease of one staff member in the

Personnel Unit and increased workload inveolving day-to-day pe:csonnel issuyes

-and problens, there has not been any recent work accomplished in devaloping-

a training program for our superviscrs. She does not anticipate any time
being available for this project in the near future under the present staf-

fing allocation. , . _
It is her recommendatien to assign this project to the Training Unit

using Ms. Druffel as an advisor or consultant.

i i

Issue Number 14-5-a - Implement a Revised Autcmated Fiscal System -

Mr. McBride reports that the. general design of the revised system is in
progress. It is too early in the design phase to identify specific ‘tasks
which could be scheduled. '

‘A detalled schedule will produced scon after July 1, 1980, as the
Eiscal input is applied in more detail.

\ i .

Issue Number 17 - Completion of OVRD's 1977-78 Biennial Report =

Mr. Wright reports that the report was distributed to selected staff in

‘early June. An evaluation questionnaire accompanied the reports and except

for analysis of qQuestionnaire results this issue is completed.

Issue Number 18 - Study the Younger Nursing Home Population to Determine
Peasibility of Moving to Less Costly Care. Report Results. =

This issue was assigned to Mr. Stephens as of June 2 so actlon will be
reported in the next report. -
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THE PROGRAM EVALUATOR AS EVALUATION CONSULTANT:
- ~ TWO EPTSODES ,

ROBERT H. RICHARDSON, Ph.D. -~ . = - |
. ' PROGRAM EVALUATION UNIT . ‘ /
" MICHIGAN BUREAU. OF REHABILITATION

: } : |
The fundamental task of the program evaluator is tg generate accurate
and useful “information about programs and to cowmunicate that information
in a usable form .so that managers can make the decisions for which they are
responsible. The key descriptors in.this task definition are "useful"-
and "usable.,"” The fundamental characteristic of a "good" evaluation is

its utility to decision makers. ' However, any program evaluation can only

be as useful to ‘decision makers as the ‘adequacy (of “the evaluation design
incorporated in the project from its inception.™ If there is nv design for
evaluation or 1f the program lacks specific objectives oi fails to articu-

“late the criteria.by which program outcomes are'to be measured, the design

will be inadequate and the

, be ‘resulting evaluation will fail to produce useful
or usable information. . .\ o, .

_Klfn an ideal situation) proposals for “eW-programs or requests for the

cént;puation of existing programs contain a“detailed evaluation section

specifying the intended outcomes of the program and identifying the speci-

fic criteria to be used for process and outcome evaluation. Again, in an

ideal situation, the program evaluator would be responsible for routinely

reviewing the -evaluation section of program proposals and for certifying

+ - thelr evaluahility in terms of the intentions- and expectations of manage-
- ment. Those proposals and requests failing to obtain approval in this

process would be designated for-remediation in consultation with the pro-

" gram evaluator, 'Thus, ideally, a routine process of \review-and consulta-
© -tion would guarantee-both the evaluability of agency prograhs and projects
‘and the utility of the information.generated by program evaluations,

In mﬁsﬁ?éituaticns, hﬁﬁever, the work of the prcggam>évalﬂataf takes
place under conditions which fall somewhat short of the ideal. Many pro- ~
grams are considered to be valuable by definition and are never required :

‘to undergo formal evaluation. Otlier programs are put-together so hurried-

ly because of proposal deadlines or other reasons that there is little .
expectation that either the stated objectives will be attained or that the
evaluation design will be implemented as written.' It is'often only later,
in the event of ‘a financial shortfall or. tHe recollection of an impending
report, that the izsue of program_evaldability becomes immediately relevant.
When this is the case, what—18 to be done? What can the manager or program
evaluator. do to sétisfy the manager's need for useful and usable informa-
tion for decision making? ' One solution, although less than ideal, \is the
utilization of the program evaluator as a consultant to design an ‘evalua-
tion midcourse which.is fair and equitable on the one hand, and which
satisfies 'the manager's need for accurate and useful - information on the -
other, ‘ tos
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The purpose of this article is to describe two episodes in a state
vocational rehabilitation agency in which the program evaluator was given
this assignment. Both consultations are still in process at this writing
and it is not known how they will turn out. In addition to the intended
outcomes of the consultation, ‘all the participants are gaining new insights
with respect to the importance of evaluation design and of having an ade-
quate design "in place" from the beginning of the program. However, the
program . evaluation unit is also learning that it needs to be prepared to-

pProvide assistance when that coﬁditi@n'dqes_ﬁﬁt exist.

Episode #1 = )

For the past three years, one of the agency's local district offices
has participated in an RSA-funded facilities staffing project with a local
medical facility specializing in ‘physical restoration services for the

severely disabled. The notion underlying the project was that, given the
size of the hospital and the number of patients who became clients of the'\
surrounding vocational rehabilitation district offices, it would be mutual )
ly beneficial for both the hospital and the state agency to place a full-
time vocational rehabilitation counselor in the hospital to coordinate the
delivery of rehabilitation services to patients from within the jurisdictiaﬂ
of the adjacent local district office and to serve as liaison between the
hospital and outlying district offices for the delivery of rehabilitation
services. This pilot project proved to be so successful--""mutually satis-
fying" might be a more appropriate term since the original goals and

“. . objectives of the project lacked objective criteria of success and depended

‘primarily upon the subjective assessment of the principal parties~-that
both the hospital and the agency desired to continue the relationship.
This desire was consumated with the signing of a match agreement to take.
efféct on October 1, 1979. )

On December 27, 1979, almost three months after the initiation of the
new agreement, the agency program consultant responsible for monitoring
the agreement, met with this evaluatoer to lay the groundwork for a plan
for evaluating the project, The program consultant presented an histori-
cal overview of the project. and described the close working relationship
which had evolved between the agency and the hospital. When asked about
the, goals and objectives of the project, he indicated that they were listed
in the match agreement and that I would receive ‘a.copy for my review. In
response to the evaluator's repeated emphasis upon the importance of highly
.specific objectives with measurable outcome criteria, he indicated that
although the objectives listed in the match agreement were "somewhat
general,” they enjoyed a high degree of consensus which had developed: over
the three years of the pilct project. ."The problem," he said (and this
was the first mention of anything problematic in the relationship), '"is not
su much with the goals and objectives as with the responsibilities of the
counselor. to the hospital on the one hand, and to the vocational rehabili-
tation agency on the other." ’ ‘ o



_prompted one of those
"ah-ha" moments of recognition on the part of the evaluator which reorient-
ed the rest ¢f the discussion and ultimately clarified the nature of the
evaluation thsk. It was, after all, "the problem," not some abstract
‘interest in program evaluation, that provided the primary motivation for
seeking out the program evaluator. Furthermore, the nature of "the prob-
lem," which had to do with the delivery system through which the project
objectives were achieved and not with the objectives as such, indicated
* that what was called for was not the design of a product or outcome evalu-—
ation but a design for process evaluation--a system for monitoring and
evaluating the processes by which the program products would be delivered,; -
These insights resulted in a series of meetings convened by the agency
Program consultant and . involving .the project’'s hospital-based co-supervigor,
agency-based co-supervisor, and the program evaluator. ’This working group
made a thorough review of the stated goals and objectives of the agreement
and the criteria by which these goals and .objectives would be.evaluated.
(The program evaluator was never satisfied thar they were sufficiently
specific for a fully adequate .outcome evaluation, However, in view of the
broad consensus in support of the project goals, and in the interest of-
dealing with the problem which prompted the request for the evaluation, the
evaluator heeded the ancient adage: "If it ain't broke, don't fix it.")
In addition, the group articulated a set of four basic process objectives '
+ which, together with their sub-objectives and activities, specify the pro- '
cedures te be utilized by the counselor in implementing her assigned tasks.
+ At this writing, the co-supervisors of the project are installing a data
collection system that will enable them to monitor the status of each pro-.
cess objective.and thus to make those programmatic adjustments and course
corrections which will improve the effectiveness and efficiency of the
project. There is also some discussion of designing an impact evaluation
- through the installation of a follow-up of hospltal-agency clients.

Fartunatelj, this description of "the problem'"

Episode #2

| This episode is concerned with the evaluation of a Glient-Asgistancei
Project (CAP) in a state vocational rehabilitation agency. The cirecum- :
stahces surrounding the initiation of the evaluation consultation were
ewhat fortuitous. Technically, this féderally—fundgd project had been
1 lexistence for two years and was applying for an extension grant that
1d become effective at the end of the third (current) fiscal year.
ually, the project had a very unstable.beginning, characterized by a
-month delay in funding, philosophical differences between the staff
-and management with respect to implementation of the project and ultimately"
a change in leadership three months into the second fiscal year. The first:
tasks of the new director were to write a first-year annual report, plan
the program for the second fiscal year and recruilt a staff., Under these
circumstances, it 1s not particularly surprising that,the.pfgject‘diregtor,
who had had no previous experience with program evaluation, included a
rather weak evaluation design in her project plan, \ .

i
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It was at this point that onae of fheasenigr managers of the agency
approached the program evaluation uait with a request that someone bhe
assigned to help the CAP director design éﬁ adequate evaluation. Manage~
ment anticipated an extremely tight' financial situation for the next fiscal
year and would require concrete evaluétiveiiﬁfcrmatiaﬂ to facilitaté de~
cisions which would have to be made about the project should it fail to /
receive a federally-funded extension grantl Furthermore, the maﬁagef indi-
cated that he wanted !concrete information|about the contributions of

Project to the agency; what would be missed if we didn't have it (the

project); how this kind of contact with clients results in something’ differ-

ent for clients and 'system-changes' whigh\imprcve-services for clients.'

At this same time, the program evaluaéion unit, itself part of a
federally-funded project of the Rehabilitation "Services Adminigtration
whi¢h was designed to create model evaluation units in six st tes, was in’
the process of selecting agency projects in which to field-tést a set of
project evaluation standards developed by. /another Federal contractor. What
a splendid opportunity, we thought, . to bzingitggéther‘cungWn emerging
skills with an explicit need on the pagﬁgof management and some specific
resources developed by a nationally-known contractor! /Thus, the decision
was made to enter into a gonsultativgfrelacicnsbip w;ﬁh the CAP director.

£ I

The first meeting of the evalyftor and CAP director was a friendly
disaster. The evaluator learned a‘ lot ahout Ehé;éAP project and the CAP
director learned a, lot about program evaluations But things began to fall
apart when the discussion turned to an evaluation design for the CAP pro=
ject. As a first step, the evaluator and the CAP director reviewed the
legislation and regulations underlying the national program and the evalu-
ation section of the CAP proposal of, this agency. The CAP proposal essen-
tially mirrored the-statements of purpose™included in the Federal regula-
~ tions: e.g., "To increase client knowledge and understanding of Bureau of
Rehabilitation serviées and processes,” of client rights and responsibili-
tieg, of appeals mechanisms, of civil rights and of other public benefit
programs."” The problem is that this is a process statement--what the staff
will do--not a product statement--what the staff will accomplish. Recall-
ing the specificity of the agency manager, the evaluator continued to press
for statements of product, outcome and accomplishment. For example, !'What
will happen as z result of this activity?" "What will the outcomes be?"
Invariably, the CAP director's response was a restatement of the original
nrocess. objective, "Clients will know Bureau of Rehabilitation services
and processes..." And equally invariably, the evaluator's response was,
"But how will we know that they know?" 'What will they know?" "How many
will know?" Then came the explosion: ''You are forcing me into a position
of declaring, in quantitative terms, what the specific outcomes of this
piroject will be." I don't know what the outcomes will be. We have no
history or experience to guide us yet. I was under the impression that
the agency believed that these services were important in their own right."

Thé CAP.directcr was absolutely correet, of course, and the evaluator

‘ felt duly chastened for exerting the pressure that he did undet these eir-
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cumstances, However, the fact remained that dgency management tequi:ed an
evaluation design which would produce specific outcome information which
would enable them to make decisions about level of funding in the subse-
quent fiscal year, especially if an extension grant were not approved for
the project. Consequently, when the evaluator had Successfully assured the
CAP director that he should be viewed as a helper rather than as an adver-
sary, he proposed a fresh approach. If deduction didn't work, perhaps in-
duction would. : . ﬁ

The evaluator pointed out that the CAP staff was engaged in a number
-of activities, . These activities were not simply random events-~"how-may- |
we-help-you'" responses to every phone call. On the contrary, it was rather
obvious that every activity'pad_same specific purpose or expected outcome.
As a matter of fact, as the CAP director began to describe specific activi-
ties, it became easier and easier to talk about anticipated ‘outcomes. Why
wouldn't it be possible to put these highly specific, highly individualized

criteria? This suggestion was so"inﬁuitively satisfying that we agreed to
an assignment for the next session. The CAP director and her staff would
make a list of all project activities--everything in which they were engaged
over the course of the following week. Keeping the purpose and expected
outcome of each adctivity in mind, we would group the activities in terms of
common purposes or outcomes. This process should result in a set of objeec-
tives with xnown or anticipated outcomes which cculd be monitored for the
purpose of outcome evaluation. Admittedly, these objectives might rofllect
what the project was actually doing rather than ‘'what agency management had
intended it to do. - But, given the uncertain beginiings of the project.and
the current director's ignorance.of any management intentions for the pro-
.Ject other than those process-like statements included in the enabling
legislation and’regulatians, this would he a start--a base for negotiating
"with management with respect to other or additional expectations and out-
comes, : : - N .

\ ,

Regrettably, the final chapter of Ehis epiécdé cannot be written at
this point.i The CAP diréctor and her staff have identified literally
scores of focused activities. Keeping the intended outcomes of these
activities in mind, the CAP director and thg\program evaluator have identi-
fied six functional types- of activity, each of which has the potential to
- be stated in the form of an objective with specific measurable outcomes.
The resistance to this type of. specificity is inevitably present, given the
lack of a track record for the project and the fact that no other known
“project or program in the agency can serve as a model with respect' to the
specificity of its evaluation -design., The temptation is always to slip
back into those process statements which sound so good, but which are so
difficult to evaluate. i C

Future stepsswill entail first, presenting the evaluation design to
agency management for approval or negotiation of additional programmatic:
objectives, Then, being sure of a set of criteria for summative evaluation,
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the CAP director and program evaluator will complete the design of an oper-
ational tracking system to measure the progress of the project toward.its
objectives and a data retrieval system to ensure the availability of accur-
ate and useful information for both formative and summative evaluation.

The ‘eplsodes reported in this article have portrayed the program evalu~
ator in the role of evaluation consultant. This role is not entirely new
. to most: program evaluators, of course. However, in most instances, ideal-
ly, the consultation takes place on the "front-end" of a program rather
than in the middle. It is to be hoped that as managers become more aware
of the utility of evaluative information for the decisions they have to
make and as program administrators become more experienced in designing
adequate evaluation into their programs from the beginning, the need for mid-
course evaluation consultants will decrease, That should be a happier
siutation fgr all concerned. o

As indicated above, neither of the consultations reported in this 7
article are complete at' this writing. The author/consultant will be happy.' .
- to share a descriptive report of the fruits of either oxr both with those

who are interested when they are completed.



' METHODOLOGY FOR DISCRETE EVALUATION..

- _ JANET SLIPOW, BILL BROWNFIELD, JACK HAYEK AND BEV. KAUFFMAN
_ : " PROGRAM EVALUATION SECTION , ,
VIRGINIA DEPARTMENT OF REHABILITATTVE SERVICES

'

.- - The Program Evaluation Section (PES) of the Virginia Department of
Rehabilitative Services (DRS) has developed an evaluation methodology for
use in discrete departmental evaluations. The methodology specifies the
generie pfinqulés and procedures for these internal evaluations and will
be presented 'and discussed with program managers during the preliminary
evaluation activities. The purpose of the methodology is to promote the

proper development of meaningful information for decisionmakers. -
i . . .

PES defines evaluation as the 'process of déliﬂeating,bbtainingj ana-
lyzing and providing useful information for judging decision alternatives"
(Stufflebeam, 1973)., The Section advocates two ‘goals for all evaluation
activities: (1) effective, useful and timely information sharing among the
particiﬁants_iﬁ the evaluation activity, and (2) technical accuracy in the
development, implementation, and reporting of the evaluation activity.

. As a consequence, six basic knowledges. and strategies are highlighted
throughout the evaluation methodology.  PES will strive to maintain them
during every step of the evaluation activity. The following list specifies
these on-going knowledge' and strategies: e ‘

(1), Unhderstand the péiiﬁy making. process of the organization.

(2) Involv2'apptopriéte»infarmatiap users and audiences in the evalu-
ation activities, ' ‘ ' . '

i
!

(3) Employ consulting skills throughout formal and informal sessions.

(4)' Provide accurate information in a timely, relevant and appliéalbe
‘ fashion, ' .

(5) Adapt the evaluation activity to meet chanéing-infurmétigﬁ needs,
(6) Develop and maintain a mutual, problem~solving approach.
. = . i R R

With these factors in mind, an overview af}the methodology reveals its .

. four stages: facuss;ng,;planningi,implg@éntigg}fgssess;gg, andaggpqggingg

F ing establishes the scope and objectives’ of the evaluation activity
and emphasizes the active, early involvement of program participants,
Planning produces the blueprint for conducting the evaluation activity and
prapéfes_for=the dissemination of results and ‘recommendations., Implement-
ing obtains .the necessary information, analyzes and interprets findings

and provides results and 'alternatives to the decision makers. Assessin

and reportin provides time for decision’/making, and a metaevaluation (a

|




DRS metaevaluation includes an evaluation of the evaluation effort, imput,
process, ‘outcome, and the use of the resultant information). Eventually,
an' appropriate impact evaluation may evolve from this activity. Each of
the four components are interdependent and a feedback loop exists among all
four of the stages. A graphic portrayal of the overview follows: :

ASSESSING:
AND.
REPORTING-

FOCUSSING

B . - \ - ) o
NNIN 'ﬂﬂEL&ENTlNG !

N Feedback
fL:DDp

Each stage of the evaluation methodology is further specified in the
following secticns of this article. A graphic portyayal of each stage is
included with the desgription. In addition, a final schewatic, inclusive
of all elements of the process, is presented at the snd of the narrative.
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The flow of activities in the focussing stage of the evaluation
- follows', B CoeT — ) .

*,

" . . =

e ce - R . ,
, = | DETERMINE manaszas' - IVENTIFY PUKPOSES
NEEDS " OF EVALUATION

DISCuss
HECOTIATE [~

I8 EVALUATION
APPROPRIATE?

¢ AGREEMENT SETTING:
- \_RESOURCES AVAILABLE?
[ OBTAIN NECESSARY BACKGROUND INFDRHAT§§E1€;_7 :

o SET ZVALUNTION, 98JECTIVES bes  DoES MANAGER = NEGOTIATY

i\\‘ ; o CONCUR?
\ | .

= - -FOCUSSING - - = _ _ _ _ _

-

e

1 present
Repare !
i { _':

\x )
. o ,

- The preliminary step in an évaluation activity is to determine the
manager's needs. - What does the manager want to know? The audiences of
~.the evaluation must be, identified (audiences include the decisionmakers
.and potential information users. - With consulting assistance from PES,
the managers will identify the purposes of the evaluation. How can the

evaluation help the managers? Historically, evaluation requests have
. been made from upper management (the Commissioner's Office or ome of the
; Assistant Cﬁmmissi@ners). When this occurs, the manégérs will be brought:
into the evaluation effort and the rationale and purpose of the activity
' will be explained.  In most cases, the managers will be asked to include
key staff persons in the total effort. (Note: The term managers - E
1dentifies appropriate staff persons in a particular evaluation effort.)
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-evaluation. The availability of program information

Once managers needs and purposes are ‘clarified, an ‘important question
must be answered, "Is evaluation appropriate?" At this tlme an analysis of
the type of ;nformatlcn necessary to satisfy ‘the manager's purpose is made.
Representative(s) from PES and the appropriate\manager(s) discuss the

area(s) of concern and provide applicable information. In these early

-develgpmental mee:tings key issues will be clarified. The Project Evalua-

tion Team may be comprsed of PES staff appointed the Prégram Evaluation
Sectdion and program personnel designated by the unit participating in the
and rights of confi-
dentiality will be discussed. In addition, the practfcal implications of
decisions based on alternative evaluation outcomes will be acknowledged and -
any bias and/or assumptions about the evaluation will b specified. PES

emph351zes the effect of impressions developed during initial meetings and

“considers the develapment of a mutual, problem-solving re,atlanshlp as be-

ginning with the first encounter among the case of charactars. As a conse-
quence, during this and subsequent activities, communication\ to promote
clarification and understanding is stressed. The terms discugs and negoti~

ate and satlsfactory* indicate this communlcatlve, problem-solying strategy.

If no agreement is reached and an impasse cannot be resolved, then the
evaluation is stopped. If consensus is reached, the evalﬂatlon sroceeds to
the - next facu51ng/declsicﬁ making,act;v;ty.

An evaluation agreement serves to provide a framework for the practi-
cal administrative tasks of the evaluation. With agreément, the cast of
characters.in the evaluation know general expectations and are able to.plan
appropriately with these in mind. PES names this decision block of the
méthodology, Agreement Setting: Are Resources Available? This agreement

setting activity includes a discussion and negotiation of estimated costs,

~gtaff identification and definition and the allocated time frames for the

completion of the activity The time frames for completion of the activity
focus on the managers' needs for the results and practical considerations

" for the conclusion of the activity. Again, should an 1mpasse be irresolv-

able, then the evaluatlcn act1v1ty wuuld cease,

The - agraement partlcula:ly emph351zes the explicit creaticn of the
Project Evaluation Team. The Team conducts the evaluation, and as prev1—
ously mentioned, is composéd of staff persons from PES and from the program
being evaluated. The role definitions for each person will be designated,
such that PES and programmatic personnel will understand their particular

duties. These individuals function as a team from this point until the

conclusion’ of the evaluation, sharing téchnical responsibilities, trouble-
shooting any potentlal dlfflcultlesS ‘and presenting conclusions and re-
cammendatlons to the spec;flad audiences. .o
Dnce‘résoutces are assessed and the agreement is set, the newly formed
Project Evaluation Team researches the program to obtain necessary back-
ground information. An analysis of this information evolves into the

setting of evaluation objectives. The precise evaluation objectives are
reviewed with managers fotr concurrence. Should disagreement be irreconcil-~’
able, the Prage:t Team returns to the background ;information to re-analyze
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the context of the evaluation and managers are solicited again for concur-
rence. Systematically, should this Process be coitinued more “han three
‘times, then the evaluation should be stcpped and a Teport presented., .How-
ever, PES does notvenvisiag this predicament acéurtiﬁg after thorough
developmental efforts with the managers. : '

‘The next phase, the plannin
ures:

“{ oEveLor evarvatron DESICH|

‘process, contains the following proced-

T

= i . . .
% [oeveLoP evaLuATION PLAN]
: — -

HMODIFY ADHINISTRATION ;F\
THE PLAN WITH MANACERS?

REVIEW EVALUATIOM
PLAN - AND DESIGN
WITH MANAGERS

i . I Present
. Report

The élanning-pracess involves the devglépmant of the evaluation
design. During this phase each evaluation cbjective is reconstructed as
an evaluation question(s). The purpose of the question is to direct the
systematic collection of information. Consequently, it must be specific
enought to contain "measurable concepts which can be investigated system-
atically, yet general enough 'to.elicit information which is meaningful to
decision makers" (Yavorsky, 1977, p. .59). The design should contain the
rationale for posing the evaluation-question (how the information will -
benefit the decision makers). It should designate the sources of the )
information (e.g., who will provide the instrument; how information will be
collected and the type of instrument used to collect the information).
Finally, the dates the information is needed should be specified (Yavorsky,
. 1977, pp. 57-62).

The Evaluation Plan is the administrative schedule of the activity, °
This action plan contains the process action steps for the implementation.
Categories of information to be considered are: the activity, the evalu-
ation question addressed, the dates of the activigy, Team members coordin-
ating and participating in the activity and other. participants in the
activity (Modified from Yavorsky, 1977, P- 79). For the administration of



. ‘ : ! .
. instruments, 1/ the categories should include instrument status (esg. on
“hand, to be developed) evaluation question addressed, administration
schedule, administrator(s), respondents, sampling procedure, data analysis
procedure, data analysis, and date reports completed. (Yavorsky, 1977).

In addition, the Evaluation Plan includes a dissemination and utiliza~. -
tion componeat. This designates who ‘will receive what information, how .- "
(formally, informally), in w .ot form,- (oral presentation, executive Summary,
written report) and at what point during the evaluacion aétivi;yg The > -

metaevaluation is also scheduled at this time. 7

When the design and plan are completed, the Project Evaluation Team
and managers meet to review the plan and 'to resolve any administrative
scheduling difficulties which may arise. Should agréement be unattainable,
. then the evaluation is stopped and a report is presented. -~ .

After the planning 1s completed and managers are in agreement with the
administrative ‘works, the evaluation activity enters the action-oriented,
implementing phase. A flow chart representing these activities follows:

, _ |
1/ It is important to note that the develameﬁt;éf.instrumeﬁtsawguld
demand an individual administrative schedule addressing such pertinent
concerns as ldentification of coordinating staff persons, development of
variables, reliability, validity, pretesting, any modifications, etc.
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The Proje€t Evaluation Team executes the Evaluation Plan implement-
ing the actual data collection and analysis stages of the evaluation
activity. . When the analysis is complete the Project Evaluation Team
develops the results by interpreting the data analysis. An answer to the

question, ""Has the Evaluation peen conducted in aécgriaﬁ;erwith:techni;a%

- standards?" is a process check to insure technical aceuracy in the pro-

cedures. Technical accuracy is examined by relating the evaluation

results to the evaluation objectives and considering the extent to which

- the objectives are met. The tdchnical accuracy may also be checked for

bias or faultiness by examining the sources of information, sampling - y
procedures, instrument reliability and validity, analysis methods, or any’

‘other technical procedures. If the technical standards are found to be

upheld, then the evaluation process continues and the Team prepares pre-
liminary recommendations. If the standards have been violated, then the
Team will identify reasons for the inacéuracies, and subsequently will
discuss the feasible options. Options may be to (1) stop the evaluation;
(2) return to ghé,fazusségg phase and refecus the activity with manageri-
al input; (3) return to the planning phase and replan and reconduct the
data collection effort or (4) note the inaccuracies and go on with the
evaluation process. These inaccuracies would be reported with resulcs
of the evaluation (Draft and Final Report).

. 1 .

“After the technical accuracy has been determined, the Team prepares
the results and preliminary, alternmative recommendations. These are
reviewed with managers. The concept of discussing draft findings with
the managers and decisionmakers is one critical aspect of the methodology.
Managers may have additional recommendations to suggest. In addition,
managers may comment in writing about the evaluation. These comments
{11 be included in the final written report. ’

i

 Finalized results and alternative recommendations are presented to

_.the audiences, ‘Emphasis.is placed on timely, usable, and accurate

?finfo#matian provided in a manner which is understandable and . appropriate
‘for the audience. T

The final presentation of the results and recommendations marks the
end of the im lementing "stage of the methodology. e

Aésgss;ng and:tepcrt;ng, the fcufth and last phase, is summarized

B graphically on the next page.
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EXECUTE REMAINING
'DISSE: - NATION AND
UTILIZATION- ACTIVITIES
INCLUDING A METAEVALUATION

& REPOKTING — —

ASSESSING

FEEDBACK METAEVALUATION, INTO
i | PLANNING FOR FUTURE EVALUATION
‘ - lAcTIvIiTIES | o

Decision making allocates time for management to determine what actions
to take regarding the evalnation activity. The remaining dissemination and
utilization activities wili be-executed based on the previously designed

- schedule. One feedback juestionnaire, the métaevaluation, will be adminis-
tered to key staff. It will include questions on the information usage
and the input, process, and outcome of the evaluation activity. ‘

Should the decision makers choose to implement the recommendations
from the evaluation activity, YES staff will be available for technical
assistanceé in these activitiies. When appropriate, an impact evaluation
will be made to follow-up on the evaluation activity.

",Finally, the results from the metaevaluation instrument and manager-
1al comments will. be fed back into the proper plamming for future evalu-.
ation activities. PES strives to support the changing inférmation needs
of decisionmakers. To uphold this ideal the Section plans to change, to

‘revise and to grow appropriately. ' : : T

47




O

ERIC

Aruitoxt provided by Eic:

- - = - PLAMMINGC ~ - -

HETHODOLGGY FOR DISGRETE EVALUATIONS
Program Evaluation 3escion
Virginia Departmenc of Rchabilitaive Sarvices

DETERMi;'% HAMAGERS
HEEDS

Hay 15, 1980

IDENTIFY PURPOSEZ DRP ™
OF EVALUATION : A i

| ————

NECOTIATE L

OBTAIN NECESSARY ‘BACKGROUND INF

ORMATION fue,

T

DOES MANAGER

SET EVALUATLON aaszcnﬁs =

CONCUR?

i

T DEVELOP EVALUATION DESIGH

REVIEW EVALUATIO
PLAN AND DESLIGN
VITH ‘MANAGERS

"THE PLAN W

HMODIFY ADMINISTRATION OF
ITH MANAGERS?

- Present
Eeport

48

Q0



— —

PLANM I NG
DISCUSS §° VAKE WRITTEN
o - GUTIONS NUTE AND CUNTINUE
_ ACTLIVI Y
’unamiﬁ?‘ REASONS ]
- mn,ﬂ'mﬂ PLAN " Ko
- ~ J
e l _
anzcr me,ur.ﬂan TEAM I EVALUAT 10! -PREPARE RESULTS
DLVELOPS HESULTS « {FN CONDUCTED 1N = A*M) PRELIMINARY,
— ORDARCE WITH ALTERHATIVE RECOM=-
s CEPTED TECHNICAL HENDAT Tors
- STAHUAHDS? —— —
RESULTS AND PHRELIMINARY
HRECOMMENDATIONS AEVIEW — - .
WITH MAMAGERS . T y -
S0LICIT EL\J!AEEES" cnmu_m%
i PRES m{ FINALIZED REsuLTS AND AL1ERNAFIVE
- KLCGH}IFNDAFTH"{& .
—=3 - . e _
1
- ,* S
, mnm‘mm‘r DECISION-\
, HAKING
5 o
e | exkcure revATNING \
u DISSEMINAT[ON AND . i
L= 1]
751
Ll _
]
g ;
) . Fx.uumm FDR E‘uwxg EV:\LUAHQN . X e
- ACLIVIFIIS ) \ N
O
Y
= \\v
. R
49 b
- \\\‘ :
) : ] \
——— oS "\
O

ERIC

Aruitoxt provided by Eic:




erence List and Bibliography

r
] H“h

Anders Dn, S., & Ball, S.. The profession and _practice of program
evaluation. San Francisco: Jassey Eass, 1978,

Braskamp, L. .A., & Brown, R. D, New dlrEEtlDﬂS for program evaluatlon
Utlllzati ﬂrafrevaluatlve 1nfarmat1un Number 5. San Francisco:
Jossey-Bass, 1980.- '

Elsbree, a. R., & HDHE C. An evaluation of training in three acts.
Training and Dévelapméﬂt Journal. * July, August, September,
1977; - : : ‘

Lippitt G., & Lippitt R. The consulting process in action. LaJolla,
CA: Unlver51ty Assaciateg 1978, ‘

E. H. Pgﬁcess ccnsultatian Its Tole in organization
' Readlng, MA: Addlsnn—Wésley, 1966.

FfYebeam, D. L. Education evaluztion and decision-making. 1In
B. R. Worthen & J. R. Sanders (Eds. ), Educational Evaluat;cﬁ

‘m
mu
=

Theory and Practice. Belmont, CA: Wadsworth, 1973.

Stufflebeam, D. L. Evaluation as enlightenment for de¢151@n—mak1ng.
1 : In B. R. Worthen and J. R. Sanders’ (Eds.), Educational
Evaluation Theory and Practice. Belmont, CA: Wadsworth, 1973,

Yavaréky, D. K. Discrepancy evaluation: A practitioner's guide.

Charlottesville, VA: Evaluation: Research Center, University of
. Vlrglnla 1977.

Weiss, C H. Evaluation research: Hethads of assessing ﬁ:agf3m~

effectiveness. Englewaad Cliffs, NJ: Prentice-Hall, 1972.
i
\.;
50




CASE REVIEW PROCESS LN PROGRAM EVALUATION

HARRY W. GUISE, ADMINISTRATOR OF EVALUATION
PENNSYLVANIA BUREAU OF:VOCATIONAL REHABILITATION

We in Pennsylvania feel that in developing a comprehensive program
evaluation plan, a case review process should be cne program methodology
in evaluation activities. A -case review system has the. capability of iden~
tifying base line case service patterns, thereby ‘generating information
for the initiation of or improvement of decision making in policy and
procedure, 3 o - ﬁ

The extent and degree of the structure and activities of the case
review process.is contingent.upon the personnel allocated by the state to
evaluation and the needs of the state as seen Dy top management and other
inputs. ' ' : : )
: Because -of the proposed Federzl Evaluation 5tandards which are current-
1y being field tested by the Model Evaluation Unit states each state in the
-country will have to develep its own case review process or utilize an
existing process developed by someone else. - : -

To define program evaluation on a state level, it is very useful to
identify procédures for utilization of information to ' mprove decision
making in vocational rehabilitation program planning, monitoring and fe-
vision. (Handbook of Program Evaluation Studies, Michigan Rehabilitation
Research, 1978) This review of current state rehabilitation agency program
evaluation studies further states that program evaluation studies can be
divided into three broad areas: (a) input studies which provide informa-=
tion for uss din program planning; (b) process studies which provide in=-
formation fer use in program monitoring; and (c) outcome studies. which
ﬁrovida information for use in program revision or change. In this
article our attention will be devoted to the process studies in program
ivaluation studies. S T ' -

A process study such as a case review system is concerned with the
case service patterns within the rehabilitation process. Examples of the
type of information gathered from a case review system might be: (a)
delayed movement of clients' cases in ths rehabilitation process; (b) per- -
.centages of eligibility of served clients; and (c) suitability of selection
.of clients’ vocational objectives. This type of compiled data would
provide the appropriate people in the agency's case service, policy and
planning sections a "nitty-gritty" informaticn base for change, modifica-
tion, development and implementation of policy and procedure.

For example, we'cag determine through statistical data the existing
time frames in the movement of clients' cases from referred status teo.
eligibility status. If we develop a standard of three months as an accept-
able time frame for that movement we might learn that in 20 percent of our

51,
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_cases there is delayed movement. With this statistical, information as a

base, a case review could be conducted on Ehai20aperQEﬁtedelayedim@veménti
cases to determine reasons fer the delay. An analysis of the case review
findings would provide sufficient case service intormation to implement
case service policy changes, modifications or clarifications. k3

Avove all, a case review process should attempt to meet the specific
needs of the individual VR agency using the process. Tn Pennsylvania we
feel.that we have a structured <ase review process that does meet our
particular needs and allows for input from.many levels.

The structured process begins with out field operations organization.
The agency organization provides for four regional offices, each super-

vising the field activities of several district offices. A case service

evaluator is assigned to each of these regional offices. But though these
regional ce.e service evaluators are assigned to the regional administra-

tors, the central office Administrator of Evaluation maintains continucus

and direct contact with the four to coordinate and direct case service

-evaluation activities. .This dual -supervision and control assures a

thorough integration of staff and line activities in program evaluation and
pcovides for the continuous flow of information to and from field activities. .

U T

The attached diagram (Figure 1) describes the relationships between
the Central Office, Regional Office and District organization and the case
eview process. Utilizing this organizational structure, Pennsylvania's

ase Review Process has the following objectives: '

o~

1. Evaluate documentation for stet. and Federal compliance.
2. Identify the strong and weak areas in case .service patterns.

3g-'Evaluate the understanding of existing policy and procedure,

i

4, fdéntify inadequate policy and prgcadurga L

. 9. 'S;aﬁda:dise, as much as pbésiblé, the interpietati*n and imple-
mentation of policy and procedure. ;

. 6. Promote a positive concept of evaluation's role within the-
vocational rehabilitation proecess context. o S

4
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_With these objectives in mind, the following system has been developed
to implement the Case Review PfDCESS in Program Evaluation in Pennsylvania.
This svstem has been further enhanced by Pennsylvania being a model unit
state. Dependiag upon the Case Review and the circumstances, the steps
outlined can be modified. (Figure 2 is a synthesis of the Case Review
Process.) -

1. Selection by Office of Administrator for Evaluation of Case Service
o Area for Review : "

A. Obtain input from a representative sam, ling of District Office
personnel concerning Case Service areas that: might be reviewed
~and the objectives for. such review. DlSErlCt Office personnel
“wmight be District Administrator, Assistant District Adminis-
trator and supervisors. !
P Obtain input from Central Office Management conccrn;mg the Case
Service areas that might be reviewed and [he OBJEEtlvéé and

purposes far suggested reviews.

C. -Through the above input crystallize and se 2lect a Case Service
area for review and :itate the objectives of the review.

II. Development of Case Review Sheet and Standards
A. Each Regional Case Service Evaluator develcps a list of appropri=
at2 questions to be used for the intended Case Review, .and a
copy of each list is sent to each of the other Case Serv1ae

Evaluators and to the Administrator for Evaluation.

B. The lists of questlnns are reviewed at the regular monthly meet=
ing of the Evaluators with the Administrator for Evaluation--
rev1ewed for the purposes of delatlan, addltian, changes and the
compilation of a single list.

C. 'Following the above meeting, and prior to the next monthly meet-
ing, each Evaluator selects a few cases to review with the single
list for appropriateness of the quegtlons and again completes
his or her own list, which again is sent tc each of the other
Evaluators -and to the Administrator of Evaluation for review.

D. At the second meeting the Evaluators again review the questions
together and complete a final list of questions with standards,
with categarlzatian of areas of prime importance, using, if
possible, an existing base of information such as R-300.

E. F@llcwing the second meeting each Evaluatc% pretests the final
- questions and standards by reviewing 15 cases of his or her own
choosing. .

i
(%)
A

3
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III. Case

ERIC

Aruitoxt provided by Eic:

At a third meeting, the list of questions used in the 15 case
reviews are discussed. A question item analysis of the Case
Review Sheet is performed for uniform interpretation and in-
creased intertater r ,ellablllgy.

The- Case Rev1ew Sheet and Standards-are drawn up and cDTplEtEd by
d

the group as a whole at this third

meetiﬂg.

The final draft. of the Case Review Sheet and Standards is pre-
sented to the appropriate Central Office management level for its
review and input, and to a representative sampling of District '
AdﬂlnlbﬁfaEDrS for their fev;ew and input.

folEE of the Admlnlstratgr of Evaluation finalizes the Case
Review Sheet and Standafds. :

Meeting of Reglonal Case Service Evaluator

viéw

‘W
g

to reinforce inter-

rater reliability.

li

4.

At a regular monthly meetlng of the Evaluators, or a spec;al

meeting called for that purpose, there is dlSCu?San of
ln?Efpretatlon of le;Ey and procedure. .

Standards and Cage Rev1ew Sheet to be used are thargughT
reviewed. '

Fvaluatnrs review a case w1th the develgped Case Fevlew Sheet
and Standards. » . .

Question interpretation for Case Review Sheet is developed.

Selection by office of Administrator of Evaluation of Cases to
be reviewed. '

1.

a7
»

Computer is used for selection of random and Stratlfled
sampling of cases to be reviewed.

‘Printout of elient 1nfcrmatlon is obtained and glven to Case

Serv1ce Evaluatars

Assistant Director of Field Operations notifies Regional
Administrators and District Administrators of date of review,
and the Administrator of Evaluation provides them with a list’
of cases to be reviewed. :

3
3

Whenvéése Review is completed, one copy of the Case Review Sheet
is given to the District Administrator, one copy is -sent to the



Administrator of Evaluation and the original is kept‘byxthe
Regional Case Evaluator. ] ? :
Py
D. Case Service Evalua‘or prepares a summary of the evaluation find-
ings in each Distri:t. ‘
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A. Conference ﬁfxDistricE Office and Regional Office Personnel

v ‘ 1. Allowing at least three weeks of District Office staff to
' review evaluation findings, the Regional Administrator
establishes a date for a conference with District Office
personnel including the District Administrator, Assistant
District Administrator and District Office Supervisors.
Regional Office personnel are the Regional Administrator,
Assistant Regional Administrator and Regional Case Service
Evaluator. ' '

2. Evaluation findings are reviewed and discussed--strong and
’ weak areas identified, -problem case service patterns and
- areas pinpointed, need for clarification or modification of
procedures studied, etc.

3. District Office gives its evaluation of the evaluation re-
sults, and presents the procedure or method it intends to
use to disseminate and utilize evaluation results and to
implement corrective action where necessary.

4. Procedures to be used for follow-up are discussed.
B. Report of Case Review and Evaluation Conference by Regional
Office - ’

,Following the Case Review and Evaluation Conference the Case Ser-
vice Evaluator and Regional Administrator submit a report on the
conference to the Administrator of Evaluation, which report
includes: - :

1. Identification of problems in and recommendations for solu-
tions to such problems in case service areas.

2. The expressed opinions of the District Office regarding the
Case Review. ' : ; o o

3. An outline of the District Office's plans for dissemination
and utilization of 'the Evaluator's findings to supervisors
and counselors, and plans for implementation of corrective
action where deemed ne essary.

"
A
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Repo~t of Administrator of Evaluation

Following the receipt by the office of the Administrator of
Evaluation of all completed evaluation review forms, District
Office Summary Evaluations, and reports of District Office Case
Evaluation Conferences, the procedure is as follows:

1. The material fzam the case reviews is gamr=1ed reviewved and
evaluated,

review data, drafts a feport Gf chc‘uslaﬁS ﬂnd reccmmenda—
tions.

3. The drasz is presented to various Central Office management
: 1evels (D;rEgFor A551stant Dlrectar, Plannlng Segtzon,

jﬂput

4. To-obtain a'user's perspective several District Administrat-
ors asked for input on both content and format of the draft.

5. The final product, written by the Administrator of Evalu-
ation, is distributed to the Director, Assistant Di:'ector,
: Plannlng Section,'Field Operatlons Truining Section, ‘
Regional Administrators and District Administrators.

D. 1Implementation of Changes

1. The Administrator of Evaluation and- staff meet with Assistant
Director of the agency and appropriateé central office Staff
to dlsauss implementation of recommendations based on the
final report. Final decisions on acceptance or rejection of
recommendations and implementation of changes are made by.
.the Assistant Director. : |

2. The staff of the Administrator of Evaluation and the Region-
al Case Service Evaluators are available as resource people
“n thosc involved in the implementation of changes.

V. Yolin-

"Following completion of the implementation procedures, the Regional
Case Service Evaluators, as directed by the Administrator of Evalu-
ation, -spot check to determine if directed changes are, in fact,
being implemented.

To date, in Pennsylvania, we have been utilizin ng our Case Review
. Process for app.oximately three years, haves galned meaningful experiences
| and added another dimenstion to ~utr evaluation program. The fact that our
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experience with Case Review his been positive is due, we “éel, in a large
measure to careful planning and preparation, trained personnel and the
comnitment of top management people. For any evaluation program to have
real meaning and va.ue, a strong commitment by top management is an
absolute necessity--we are fortunate in Pennsylvania to have this. No less
important is an ade,uate and trained staff of case reviewers which not only
insures that the work will be done correctly but establishes credibility
with the field staff, another important factor in the success of any evalu-
ation program. The four full-time case service reviewers were trained for
approximately three months before assuming the.responsibilities of their
new positions. The careful planning and preparation that is necessary in-
cludes the preparation of the field staff to accept the evaluation process.

As Eric Hoffer states in his book, The Ordeal of Change (1963), "Even
in slight things the new is rarely withour some stirring of foreboding."
All agencies, at one time or another, have had some type of case reviews.
However, if an agency develops and implements a structured and permanent
case review process as part of policy there may be some "stirrings of fore-
boding." To prevent tinis we Suggest an awareness type of training at all
levels prior to the impiementation of the case review process. The purpose
of this training would be to present the "how, why and where" of the case
review system. If personnel are aware of the purposes and procedures there
will be a minimum of stirring. In Pennsylvania we produced a video tape of
the Case Review Process through our Training Section. This video tape was
shown in each of our 15 District Offices. Following the shéwing ‘of the
tape a team of BVR personnel made up of individuals from Case Service Sec-
tion, Evaluationm Section, and Training Section were available for questions
and comments. In attendance at these meetings were all personnel in the
District Office, and our experience with this training and the outcome were
very positive. -

The Case Service Review Process, like program evaluation in general,
is neither siupie nor easy, but in Pennsylvania we have found it well
worth the effort.
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BENEFIT-COST ANALYSIS AS A TOOL IN PRCGRAI! EVALUATION <%

MISRA .

WEST VIRGINIA UNIVERSITY DEPARTMENT OF LECONGMICS

Human wants and desires are unlimited but the resources to satisfy
these wants are limited or scarce. Scarcity of resources then
necessitates choices or preferences. The process of choice-making
creates the notion we call "the cpportunity ccst." The opportunity
or social costs are defined as "the value of resources that would
have been available for other uses had special services nct been
rendered” (Conley, 1969). To make effective decisions on resource
allocation, be it in the private sector or public sector, management
needs techniques of program analysis and evalustion. ’

. Benefit-cost analysis seeks to identify investment projects or
decisions that will "maximize the present value of all benefits less
that of all costs, subject to specified constraints" (Prest & Turvey,
1965). Expressed 'in the language of welfare -economics, the objective
is to rank alternative investments in order to-select those which .
have potential for yielding Pareto optimum == an improvement that
makes at least ‘one person better off and nobody worse off.

Invéstment decisions in the private sector are fairly.easy to
make because the costs and benefits of alternative courses of action
and alternative resource uses can be measured with reasonable accuracy,
However, investment decisions in the public sector, particularly in
‘the area of human resources development, are difficul: to make due to
" the imperfect nature of -the market in the field of human resources.
In the 'development of human resources the net benefits may be high,
- but they are frequently so diffused that many single individuals cannot
capture enough of them, or have a sufficiently long-term perspective,
to justify the additional investment even when high and quick returns
can be captured. Then there are difficulties of measuring qualitative
and non-economic attributes. Yet, a quantitative evaluation of benefits
and costs of alternative programs is .surely required for rational
decision-making in government planning. Benefit-cost analysis,
‘therefore, can only be one test of the program's worth to be balanced
against the broader humanitarian and social considerations.

HISTORICAL BACKGROUND OF BENEFIT-COST ANALYSIS-
The origins of the human capital theory lie in the work of
. 5ir William Petty, a 17th century English economist.. He tried to

estimate the value of human capital by using annual per capita income, .
interest and the number of Englishmen during his time; and then using



. his estimate to determine the capitalized value of human beings lost = _
by war, disease or migration. | L a :f/
L 3 N N . e
;In the United States, an exceptional growth of manpower (émployméng \
and training) policies occurred during the decade of the 1960s. - These
policies originated in. the early years of the decade to help combat .
substantial unemployment and long-run Structural imbalance in the economy
and they continued to expand throughout the decade. There was a growing
need tq evaluate these manpower programs to determine their impact on .
the eécﬁamyi Although perfection is ‘far from achieved and evaluation ' \
techniques have varied tremendously,. a large number of economic
evaluations haveibggn'made,in-the manpower area (Palomba, 1979).

 Evaluations in the manpower area have at best looked at the
economic impact upon program -clients of various manpower programs
from the viewpoint of individuals, ‘society and government, Ngnefaﬁ,wﬁé;ﬁ;::_w
. these .evaluations has been able to measure. either—the indirect economi-~
impact or the non-economic impact of manpower programs. Three recent
major studies have reviewed hundreds of evaluations of uanpower programs -—-
the Goldstein study (1972), the Barsby study (1972) 'and the Wharton
School study (1975) . These "reviews highlight four major conclusions:
1. Manpower programs have been effective  from an economic
viewpoint. The. poverty gap has'beenzrégucggjbut not
eliminated fov the clients of these programs. '

Skill training and job develépméﬂt'pragrams are morea
successful from the economic viewpoint than employability

"development or work experience programs. g

]

3. The most vconomically efficient programs have been .
vocational fehabilitatian-(VR),gﬂDcaticnal education, and MDTA
(Manpower Development and Training Act). skill ttaiﬁi?g,p. '
specifically on-the-job training. ;

4, Fifty percent or more of the economic gains of manpower
prégtams have been due to an employment effect (increased
‘hours of work), as opposed to a wage effect (increased
level of wages). ' - ¥

The indirect e;anémigvimpact of manpower Programs cculd. be very important

"in measuring the efficiency. of manpower programs. A manpower program

can=-have either a positive (vacuum effect) or negative (displacement v

effect) economic indirect impact, if non-clients in the society are helped

or hurt by the program. A -vacuum effect occurs when clients are trained
for higher skilled jobs (skill and wage levels will increase), their

_ previous .jbbs to be taken by lesser skilled non-clients. Such an effect

would understate.the total impact of a program. A displacement effect
occurs when the clients are placed in jobs at the expense of non-clients.

1
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l Any inecrease in the cllent s income will be 'due to more hours of work
) (employment effect) and not due to a wage increase. The d;sylgcemenL
effect would overstate the total impact of a program. '

"The review s of manpower pragrams show that a large part of the
change in income is caused by an employment effect. Therefore, future
evaluations of manpower pfggfams must attempt to'separate wage and '

employment effecﬁs,

BENEFIT=CQST ANALYSIS IN VOCATIONAL REHABILITATIDN
|
o The growing use of the planning-programming- -budgeting (PEB) system
in evaluatlng public expenditures has been acammpamled by a growing under-
standlng of the complexities of the methodological and conceptual prcblems
faclﬂg benefit-cost analysts. Several benefit-cost studies of the Federal-
state rehabilitation programs as a whole or of its component parts Have
been undeftakengslnce 1965. These have been used primarily to win support
R for increased progvam EKPEﬂdlturEE (Nable, 1977) A
;llaﬂs

y
|

je - _In recent veas there have been both internal and external motiv
for gnEﬁdevelcpment of program evaluation efforts in state VR agencies.
: Extarﬂally, among others, there has been 1aneaSEd demand for accountability
/ in human services. The 1973 Rehabilitation Act contains a requirement that
7 evaluation Etandards be devised and implemented to measure the performance
of the VR program in atheVLng its mandate. The pragram evaluation
standards include "benefit-cost and cost effectiveness" as one of the
i performance standards. Also, there has been a growing emphasis on
data—based program development. The goal of program development is
o design optimal programs which help clients achieve specific outcomes

iutillzlng avallable staff and resources. ! o ,
Y i

/

_ Benefit-cost analysis lends itself to predictive uses. That is/

it will tell us the: results of alternative all@cat;ons of resources W1th1n
programs and to a les5er extent between programs (Sewell 1965). | Sdme
program admlnlstrators may have fears that too marrow an economic
interpretation of the comparative. benefits and costs of programs wj yich
have important social and. human values might undermine and distort' both
the objectives of programs and endanger their case for expanding them.
However, in practice, it has not been possible to use benefit-co ) _ratios
to compare VR programs except in the most general terms. Eaeh VR~
‘program has its own set of internal and external benefits aﬁa osts and
each has its own model bullt to fit its partlcuiar circumstancgs. In
general, therefore, the benefit-cost models are much more useful for
altering or otherwise improving the effectiveness of a single/VR.
program than they are for maklng\camparlsnns between programs|.

. Furthermore, benefit- cmst analysis imposes a’ very valuable dlSElpllﬂE
“~.o0n the dec151on—mak1ng pmccesses of program admlnlﬁtratnrs and policy-

makers.” It requlres a Qlear articulation of DbJEQthES (for the purpOSES
. . . : o). _
. v\ ; ‘ \'

#
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of quantification) and a precise methodology for determining exactly how
- these objectives are being met. By identifying the amount and incidence
o gf the benefits and costs for, the clients, society and the government,
, the benefit-cost model will provide a structure for analytic 'interpretation
| which will faéilitate program monitoring. The mere act of gathering the
data and structuring the. analysis for a benefit-cost madel will help
_ identify the problem areas within the VR program and facilitate changes
_in the combination of factors employed, or in the level and structure of
services offered to the clients (Majumder, Greever, & Palomba, 1978).
The applications of micro benefit-cost analysis based on continuing
program béfiefits and cost data are numerous. For example,” by comparing
the client's past work history with his/her.activities and earnings after
VR training we can judge what kinds of clients use the program to- greatest
advantage. Do older clients do better than younger? Do the clients in
-~ ‘fact use the VR training? Do they.increasé their income over time as a
result of the training?  Are they less likely to be unemployed?

\ 7 All of this kind of analysislaﬂd the decisions which flow from it must
' be undertaken with the full realization of the practical limitations of
benefit-cost analysis, as opposed .to ultimate theoretical limitations. No
benefit-cost model as yet measures precisely what it purports to measure
\ because of the need.to use proxies on both the benefits and costs sides
of the model. | ? -

Some effort is being made by the Research and Trainin§ Center Staff
‘at Baylor University to measure the qualitative benefi;sracbruing,fram
rehabilitation using psychometrics.. When their study is completed it
might provide some ipsight as to how some of the intangible benefits
resulting from rehabilitation could be assessed. 0f-course, it should
be -remembered that this'wili\still not sgive the problem Df'determiniﬁg

&

o

! ‘the range and scope of total benefits; combining both market and
non-market measures of benefits into a single global measure. But i
'is certainly a step in the right direction. : :
. . { _ .

\ , ‘ — ' . '
~ BENEFIT-COST ANALYSIS: WHERE ARE WE AND WHERE ARE WE GOING?

-

We can summarize our  thpughts by saying that benefit-cost analysis

‘has come a long way in juétxgwoﬂdegades, but as an evaluation tool

. there is still major development work to be done before it can be used
extensively. The major problem areas that remain include: (1)! developing
an inexpensive but reliable control mechdnism so that we can accurately
measure economic benefits and costs: - (2) ‘developing a method to estimate

+. the indirect economic benefits and ¢osts (vacuum effect and displacement
effect); and (3) developing 'a method to incorportae non-economic
benefits into the “enefit-cost evaluatjon tool. It will take gtflggg;
.two more decades to solve these three problem areas. S , \Af

i

|
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“cost is imperative. We are optimistic that this can be done.

Problem area (1) can be solved by using various hefore-after control
mechanisms and checki-y; the resulis periodically with a live control group
until an inexpensive control mechanism is found which is reliable,
Since i&ve control groups are so expensive at best they can only be
used periodically. Thus, finding a before-after control mechanism that
can roughly predict live control group results at a fraction of the

Problem area (2) will be more difficult, Here attempts will have to
be made to estimate wage effects and employment effects in the area of
economic benefits so that a reasonable estimate can be made of vacuum //
effects and displacement effects. Until this problem area is resolved/
evaluators will have to be content to use benefit and cost data for
clients only (diréct economic benefits and costs). ///

E LA
The third problem area will be the most difficult to handle. /It~
could be quite some time before anyone can properly combine ecancﬁi¢
benefits and non-economic benefits into one global measure of bgééfitsi ‘
This is the most sericus fault with benefit-cdst analysis. The/problem
is that while economic costs are probably the cnli‘nanatrivialrcastsiaf
a social action program, the economic benefits are probably n¢t the only
non-trivial benefits. One approach in this area méy be to conduct an
economic. benefit-cost evaluation, and then simply 1is§ non-gconomic
benefits as seen fit. Thus, at some future point in time evaluators
might be able to make statements about a social action programs such_a
this program cost $1 million to treat 400 clients; however,.we€Stimaté- -
that the 400 clients will earn,$600,000 more during their lifetime, )
their divorce rate will be 10 percent less and their feelings toward
themselves will be 8 percent higher according to some scceptable evaluation
scale. . . ] » ’

Benefit-cost analysis is too good not to use but n@t:goad enough
to use exclusively. ’
!

\\\
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PUITING THE HORSE BEFORE THE, CART: OR, A CASE FOR VR AGENCY
- MANAGEMENT INFORMATION' SYSTEMS BEFORE EVALUATION ’

Migsissippl Vocational Rehabilitation for the Blind

. Evaluaticn--what it ig and is ﬁaf, what it does and does not, why it
“is necessary and why not, what it should and should not consist of, even
the definition for the term"evdluation"--is the subject of much debate
and concern in the world of vocational rehabilitation., Increased demands ~
for accountability from both the Federal and state levels of government
make evaluation of VR programs -expediently necessary if agencies expect
continued and/or increased funding. The state-of-the-art in VR presently
leans toward evaluation outcomes as valid indicators of an agency's success
or lack of success in rehabilitation of clients. Thus, evaluhtion as a:
measuring device, is being embraced by VR as never before. This new aware-
ness of and appreciation for total program evaluation is in itself desir-'
able; however, the agency that attempts total program evaluation prior to
developing, testing, and installing a formal system of management informa-
tion is in for a rude awakening.. A logical refutation of this statement -,
is the fact that some VR agencies have done credible jobs of rehabilitating
clients without management information systems and these zgencies can pro-
duce credible statistics to verify their consistency of 26's. So then,
why 1s a management information system a necessary prerequisite for total |
program evaluation, and why does program evaluation in the absence of a
sound management information system constitdte putting the cart before the
,horse? ' :

First, let us agree that just as .a rose by any other'namelsmells_as
sweet, evaluation, by any other definition, is still the appraisal of an
activity to determine its significance or worth. - Admittedly there are -
agency staff evaluators; consultants from specialized firps, universities

-and research and development centers, and other experts who have much more
flowery definitions of evaluation and who, in lall probability, have their .|
own unique approach to evaluation. While these definitions and approaches

' to evaluation are not being|challenged, it appears that the simple defini-
tion of evaluation herein cited and the approach to evaluation: through a
sound management irnformation system have equal merit. As to a management.
information system let us define it in simple terms as well by saying that
in a VR agency a management information system is the method of providing
to decision makers the in?otmaticﬂ they need to plan, execute, and control
‘operations of the agency.’ For example, what information:does an agency's
fiscal officer need to plan the agency's annual budget; or, what informa-
tion does an agency director need to determine the geographical distribu-
- tion of counseélors in a dtate? The answers to-thése: questions, and the
‘method by which these answers are provided, constitute a management in-.
"formation system, .In all likelihood, VR administrators have all the in-
formation they need, but this informhtion is probably dot. supplied in a
form which is usable or systematic enough for it to be valid. Thus, -
managers at any level in VR need some concept of what information is
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géedega in what form it is needed, criteria by whiclr+to evatuate the in=

férmaticn, and some concept of . timeliness. - Summarily, a management in-
formation system can . be as simple or as complex as the agency manager's
demand based on their decisionmaking needs. What:of the agency with its
proud history of consistent 26s and no management information system? The
agency simply does not exist. While there may have been no formal (written)
plan for management information, some management information system has.
been in operation because decisions have been made to produce the recsrd
of 26s. The system mny have been the intuition of top managemesni, the
collective intuition .’ an oligarchy, or benevolent dictatorship--but, a

-

' system existed! - ;-

. | _
‘Now that we are armed with simplistic, though sound, definitions of
"the ‘terms "evaluation" iad "management information system' we can regress’
to answer the original question: how dpes attempping total program evalu- -
ation prior to installing a formal management information system constitute |
putting the cart before the horse? '
{ | : [ X
The existence of a formal management information system ffcrmal mean-

ling written) denotes the existence of geveral important conditions|which,

in turn, permit objective program evaluation. Basically, these conditions
are: (1) a well defined organizational structure; (2) a clear understand-
ing of the legal responsibilities of the agency; (3) a method for system~
atic planning involving input from all agency strata; and (4) a well

. defined mission stiatement supported by realistic, flexible goals and measur-

able objectives. 'Before examining the importance of each of these con-
ditions, it should be noted that there are various types of management in-
formation systems and the one an agency opts to use depends on factors -
peculiar to that agency., Regardless of the type of management information
system developed, one fdctor is eritical in all of them: willingness to
accept change. Agency management which is dligarchic or benevolently
dictatorial will not/find it easy, to cite the old cliche, to give up the
bird in the hand fof the possible two or three which management. information
indicates are’'posgibly in the bushes. Yet, the purpose of a management
information systeém is to provide decisionmakers with just such information,
and the purpose of evaluation is to determine the significance or worth of
the proposed activity which might yield two birds -as well -as the activity
which has proven to yield one bird. Thus evaluation and management in-
formation, though strange bedfellows, complement each'other. '

As one of the conditions resulting from a management information i
system, what does organization structure have to do with evaluation? First,
and perhaps foremost, organization structure in the VR agency delineates the
allocations of tasks nedessary for the rehabilitation of clients. In VR;
the rehabilitation of the client is not -the Isole purview of the counselo#;

-. rather, each agency staff person contributes to the client's rehabilitation

‘through the performance of his assigned tasks. This interdependency element
makes it ﬁegessary that each staff person have an assigned place in the
agenc¢y hierarchy and a written job description whicéh clearly outlines his
responsibilities, to whom he is respgnsible,raﬂdg how thalsuccessfgl
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' accomplishment of -his assigned tasks impacts the tasks of his unit and of
the overall agency. Organizational structure further insures that
management has a firm understanding of staff duties, that management dig-
tributes responsibility (power) and that management,.through ‘organizational
structure, can éllbgaEE‘taskS'rESQIting_frcm,the levy of new mandates or
“alteration in mandates -to the appropriate staff level. Looking at organi-
zational structure from: the point of view that it is a functicnal tool which
serves to further the ultimate end of rehabilitating clients, the relation-
ship between organization structure and evaluatiop becomes more under-
standable. Thus, whether an individual staff member is being evaluated to
determine whether or not he has successfully contributed to the agency's
purpose through completion of his assigned tasis; or, whether the organi-
zational structure itself is being evaluated to determine how well it
serves to further the agency's mission, the exir. :nce of an organization
Structure that is supportive of a system of man. zement information has a
high probability for being suéceszully evaluated, ' ;

Almost daily changes in pal%gy affecting local VR operations are handed
down from the Federal government ‘and in some Instances, the state government
as well. A clear understanding of what an agency is legally responsible. for
'is one of the bonuses of a management information system. Decisions as to
how an agency handles Federal and state mandates should be-geflected in the -
agency manuals or handbooks, which means that once again a management in--
formation system is needed to systematically take care of such situations.
“How dnes a clear understanding of what an agency s legally responsible for -
facilitate evaluation? This. question can satisfactorily be answered by '
citing that the Mississippi MEU, in the process of developing a Basic .
Management Paradign for Mississippl Vocaticnal Rehabilitation for the.
Blind, developed a Compliance Activities Matrix consisting of some twenty

(20) activities, Felleral. and 'state, for which the agency is responsible
during the course of a fiscal year. Comprising the agency's legal respon-
sibilities, these twenty (2) compliance activities run the gamut from

“continuing studies to required reviews.  In a management information system,
such a matrix provides management with: (1) a listing of all compliance - |
activities; (2) required completion dates which provide management with
some basis for determining initiation dates;. (3) a basis for allocating

" staff and time necessary for conducting the compliance activity; and,

. (4) periodic review and reappraisal of agency approaches to conducting
tasks necessary to comply with mandates.

. A ) _ o
. Evaluation of an agency mgét'nECEssarily address whether or not the

" agency is in compliance with Federal and state mandates--legal responsi-
"bilities. A management information systems makes the process of evaluat-
‘ing this facet of. an agency's operation a less complicated task. It should
be noted here that a ‘;lear understanding of an agency's legal responsibi-
lities does not ‘exclude those responsibilities which the agency sets for
itself. .In fact, when\;aviewing the_ﬁississippi MEU's Compliance Activi-
ties Matrix, a number of other areas of agency interest were discovered.
The VR agency genuinely concerned with its mission of rehabilitating the
client will naturally move to independently take on the "discovered" L

s
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" areas of inter
which are the

i
est, and evaluation will also_reflect those agency projec s
outgrowth of legal responsibilities.

Systematic planning involving input from all agency strata is anoi er
essential feature of a management information system which impacts the.
-~evaluation process. To assure that each staff person in an agency recog-
nizes his job assingment as supportive of his component's tasks and |
necessary to the success of the agency in rehabilitating clients, a manage-
ment information system should sncompass all agency levels in planning
agency activities. Planning in an agency is a tri-fold process: individual
planning for individual activities: small group planning fcr’cgmponeﬁt
‘activities; and, administvative planning for the overall agency.
. trative planning for the total agency should utilize the .input of the small
group .(component) and the indivudal. Tt was noted earlier in this article
ch staff mFmber in an agency contributes, directly or indirectly, to
! the rehabilitationh of the client; thus, each staff person has a vested
' interest in the agency's overall success. Planning from the individual
level up t h 1 inistr L st

f .

o and through the adm;ﬂisqrativeﬁlevel should reflect activities

| without a clear understanding
'ggal'fesponsibilities_and.withgut an organizational structure
“Input of ideas from one level to the next. When agency
hould be easily traceab i
evaluation of agenc

planning is evaluated, the input of ideas s
top to bottom or Bcg&emétﬁ?taﬁg Additionally,
within the confines of management information can move past -
quantitative Ftéms such 4s how many activities were planned ing
qualitative aspects such as how well were activities planned, to what degree
were the plans initiated and completed, !

to 'addressi
1 “and what impact did the planning
and conduct of the activities have on the agency's desired end._

it’wbuid seem logical that beforez an agency could begin total program
evaluétigq,fit shouyld have in writing, and as part of its management in-
- formation system, ‘a mission statement, realistic yet flexible goals,; and
- measurable .objectives. When queried as to the mission of VR, the stock
|+ and truthful response is "to rehabilitate people.” 1t is therefore in the
best:intereét of VR agencies to put in writing their plan for .rehabili~
tating people.; If the plan is not in writing, how can it be ‘evaluated?
If an agency has a management information system, it is virtually impos-
sible not té have a mission statement, goals and objectives. One could, of
-course,-fall back on counting the 26s, but we have already established
that this alone does not equal total program evaluation.
Establishing a mission s
. agency's management. informat
most VR agencies prcbably ha
h

s goals and ehgectiveg
stated in some form in' the various d
c

3 = =111 = , =
ocumants they -produce. The mission
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for the Blind were culled from the agency's annual reports, brochures,”
state plan, etc. ﬁglilluscfaticn, consider the following diagram which is
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\\\\ » MAINTAINING RELATIONSHIP'S FROM MISSION STATEMENT TO OBJECTIVE SPECIFICS

aken from the Basi: Haﬂagémeat[?aradigﬁ being develope
U for Mississippi Vocational Rehabilitation for the B

d
11

A ' "t used by the E/M Unit to maiptain relationship frem

5 A simple aetl,
mission statement=goal-obj

{

., =

The Mission Stateément
is the most gereral &
its accomplishment is
expected to cover a

long period of time. .

WITHIN THE PARAMETERS
OF THE REHABILITAT1ON
ACT OF 1973, ENABLING

STATE LEGISLATION,| AND

ANNUAL LEVEL OF FUNDING,
MISSISSIPPI VOCATIONAL
‘REHABILITATION FOR THE
BLIND WILL [PRovIDE suci]
REMABILITAT[ON |SERVICES
AS MAY BE NECESSARY TO
CLIENTS TO AFFORD TIEM

THE GREATEST POSSIBLE -
OPPORTUNITY TOfSUCCEED
TN TIE PURSUIT, ATTAIN-
MENT, AND RETENTION OF
A VOCATIUMAL OBIECTIVE.

Planning at a level
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-\CLIENTS SERVED,

The Goal Statement
15 less penoral.
i1t is supportive
‘of the mission
‘in that its
accomplishment
impacte mission

The Objective
ie the least
general and ite
accomplishment
impacts both
goal and mission

" gccomplishment,
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such as illustra
tematic function'of every VR agency.

agency creativity in planning for the
because it is a written management plan, review
and it gives the evaluator
praising agency activities,
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client'e
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ted .ought logically to be
It allows individual,
rehabilitation; it permits,
: and’ revision as necessary;
something to work with in the process -

by the Mississippi
nd:
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It is obvious that evaluation can only measure that which exists to
be measured. Planning through a management information system provides
something to. be measured. It is also obvious by the increased awareness
in VR of the importance of evaluation that qualitative evaluation' is the
coming state of the art. Management information systems again deal with
qualitative, measurable features. : . S

Since evaluation is a recognized support function of VR; since evalu-
ation in VR should produce outcomes that benefit the agencies in further-
ing their mission; and since evaluation is evidently here to stay, put the
horse before the cart ‘even if a bit of regression is necessary to do so--
install management information systems in VR agencies prior to attempting
to implement valid total program evaluation. You'll have something worth
measuring and worth reporting, ﬂ
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LA HANDEQDK FOR FO L W;UP UDLES IN THE HUMAN SERVICES

= e e s

'BY KENNETH W. REAGLES, SYRACUSE UNIVERSITY, N. Y.: o P e
THE ICD REHAEILITATIQN AND RESEARCH. CENTER _ o

NAN E. BRENZEL, ED.D. o
WEST VIRGINIA RESEARCH & TRAINING CENTER  ° |

The attempt to discuss the areas considered. by Kenneth W. Reagies in

A Handbook for Follow-Up Studies in the Human Services is welcomed by those
designated the responsibility of evaluating human services. xeagles

states that the book is "not 1ntended as a guide for conducting follow-up’
‘studies, it is not merely a- "cookbook;' there is liberal discussion of the
reasons and rationale for various survey research methods." In accordance -
with the author's sgatﬂd purpose, Dr. Reagles relays sound technical in-
struction'evidenced by the wisdom gleaned from years of program evaluation
experience. However, the Handbook does not stop-at the technicalities of
conceptualization, formulation, d351gn and execution of follaw=up studles.
In addition to dotailed precise information the Handbook offers '"pointers.'
These "pointers,” again evidence of experience (yes, Ken Reagles had a day
when he began ;earnlng about program cvaluation too!) are provided to the
reader in‘a respectful manner. For the novice program evaluator the’

"pointers" elicit the "aha" response. For the more advanced program evalu-
ator the "pointers" serve to substantiate tﬂe seriousness and depth &f

" involvement required by program-evaluation. Reagles' style of prESEﬁta—

tion demonstrates that fallgw=up studies not only requiire technical exper
ise, but also a wiliingness to draw. from one's personal reservoir of

creativity. Reagles ﬂEﬂDnstrates this continually throughout the Haﬂdbcgk

An appreciable addition to a program evaluation type book is the author's

Pret]

use of humor. Reagles' use of humor is exgulslte. It serves to dispel the
myths that program évaluat;an is conducted by egg~heads whg memorize - .- -
farmulas, procedures and statistics. : '

The Handbook is designed primarily for thos. with little or basic
understanding of program evaluation. The Handbook can serve well as' an
introductory- teaching tool for new program evaluators or as a reference and
task aheekllst for "old timers" in the pragfam evaluation bus;neqs.

e Although major emphasis is placed on fcllew—up studies in-the human

-service field, Reagles' style is E}tc‘eptlanallv noteworthy for versatility.

It affords appllcablllty of material to a variety of dlsglp$1nes desiving
to conduct fcll§w=up Evaluatlan_ : -

tgchnlcal prESEHEaEiDD of mater;al combined with the on~target
proPOSiEjon of content questions and the personal flare of this writer:

E provides a conversational tone which enables readers to feel that

Dr. Reagles. is -talking diraﬂtly to them.
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Although /the primary purpose of this Handbook "is to enhance the’ ,
~ capacity of such agencies (human services) to conduct ‘follow-up studies,’ | -
the skilled intertwinement of huge arenas of evaluation materialg offers
glarity, understanding and enjoyment of a once dreaded subject area. For
this purpose ®ach chapter in this book .deserves separate comment.' o

Chapter one includes an introduction which addresses topics such as
pressures and purposes of program evaluation, purpose of follow-up studies
and informational needs. studies. - Redgles speaks to the 1ssues of required
-data’expectations and the realism of the amount of trained personnel
needed to conduct evaluations. This chapter sets the tone for the serious
recognition which program evaluation in human servi:es deserves, '

Chapter two discusses the steps in planning a follow-up study. The
jguthor provides an adipted list of general considerations for planning.
‘The list begins with ways to decide on the purpose of the study aud some.
22 steps later concludes with' questions on utilization of findings and -
recommendations for further study. A4 flow chart (p. 24) 1illustrates pro-
gressive steps in the. formation of general quections about a program to
specific items on a follow-up questionnaire. It is in this chapter that |
the author makes what reads as & simple statement but perhaps coptains the
.essence of program evaluation integrity: 'mo evaluation is betiler than a
-~ bad evaluation." (p. 25) ’ ' o

Chapter three provides an informative discussion on the types of .sur-
vey studies. ‘Reagles, offers descriptions of each type survey with listings -
of advantage. and disadvantages for use. To complete what has already been
~a comprehensive presentation of the mailed questionnaire, personal inter—
view, telephone interview and other data collection methods (observational.
approach, case file review, combinations) the huthor provides, the reader
with a magnificent model for evaluating the utility of 'a specific surwey -
method (p, 60~61). ' The model lists the survey method and provides {'con-
siderations or features" for each with a + (advantage), - disadvantage and
0 (neither advantage nor disadvantage) rating. 1In. this chapter the author
~cautions the potential user of surveys that '"regardless of the approach or
method of data collection, each is only an approximation of reality." '
, Chapter four entitled "Constructing an Instrument’” provides detailed
planning formats, considerations for questionnaire copstruction, principles
of item construction and layout instructions. Chapter four is clear and
concisc  The clarity is partially contributed to by the numerous examples

which = "low each content area. Advantages and disadvantages for the use
of a pariicular method are also listed. To round out a laudable explana-
tion of instrument construction Reagles adds "'a note on reliability and
validity" (p. 97). While this ‘section in'no way serves as a full presenta~
_tion of these concepts, it does discuss what program evaluation would dgree .
are the most critical concerns of reliability and validity. s S

Chapter five addresses the subjects of pretesting and sample selection,
‘Although a distinetion is made between pretesting and pillot studids by some
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researchers (as noted in the text p 99), the author chooses to treat pre-
testing and pilot studies synonymously. Chapter five begins with the
presentation of the purposesiof pilot or pretests. - Reagles raises’ impo

ant queetione which require ettentlen by those conducting follow-up’
studies. Emphasis is heavily stressed on the importance of pretesting or
pilot testing. Again the author combines an .exacting explanation and
upeteenel component to these eoneepts as exhibited in his’ eteﬁement'

"The feeling of etandlng beﬁeze_hund*ede or thousands ef
.questionnaires to be mailed and to know that you are
responsible is a humbling one; you will feel reassured at that
moment if a pilet test hac been conducted.” (p. 104)

; The next section of chdpter five is devoted to the stages of the pre— .
test. Statistical gsampling is the teple for the remainder of chapter five
The focus is on the concepts, the different types ‘sampling and their re- 7
lationship to rehabilitation and other human services. For such a tradi-
tionally misunderstood and confused topic. area, eempllng is’ eloquently,
explicitly and logically présented to the reader. . A short introduction of
basic terminology is presented followed by an in-depth discussion of
simple random sempllng, sampling variations, stratification, elueteflng o
and sample size. Sup porting studies and relevant literature are cited
throughout the ehepFer which allows pursuit of additiongl information -~
eheuld the reeder de51re a more ln*dépth study of a- pertleulef subject. fgfgff

;’
i | - Chapter e;s;ie concerned with the variety of techniquee that eeefgfg
" used prior to ecndueting thé actual survey. This chapter illuet:efee the

critical need Lo assert common sense in conjunction with enV—feehnlcel
endeavor in research. The author's years of practical experience’are,
perhepe_mo ;t evident in this chapter. Reaglee eubeeeelene chapter six

~ into a dieeueelon of: identifying the pvpulation and sample;-advance
notice of the survey, the use of 1ncent1vee,‘the accompanying letter and
mailing procedures, appearance of the questionnaire, sequence of mailing
operation, follow-up efforts and special accommodations for specifin dis-

~ability grcups. Throughout chapter six the reader is given point by point
guidelines and practical euggeetlcne which would definitely aid in the
tasks of data eelleetion. Substantive Tresearch supports many of the : |

author's directives.

Chapter seven provides the nuts and bolts of pereenal and telephene
interviews. The last fifteen pages of the chapter include an example of a
survey. ‘Although somewhat lengthy, the sample survey does illustrate meny'
of the points previously discussed in' the priceding chapters. In Reagles'
explanation of personal interviews, the reader is constantly reminded that
perconal interviews do mean persunal;’that is person~to-person involvement.’
The author addresses topics varying from methodology of administration to
suggestions for dv2ss and apparel -when doing an interview. In a few short
pages Reagles has packed an enormous amount of information. However, the

.. information is neither overwhelming nor confusing. It safely falls short
" of a potential program evaluation saturation point:

Py

i
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.the assurance of successfiil personal interviews, \

(softcover) in double-spaced

‘Chapter seven's nitty-gritty approach may be overwhelming.. To some,
however, it serves nicely to point out the meticulous detail inyolved in
: : , AN

Chapter eight, the final chapter of the Handbook pri-/ides brief dis-
cussions on data collection, storage, analysis and utilization. This
chapter gives the reader an overview on -subject areas and seems to combine
the necessary information to stimulate the reader to pursué additional ir-
depth literature relevant to his/her specific needs. .CHapter eight's )
in” Anpears to be only to familiarize the reader ‘with concepts such as
AR - ‘urn-records, data-processing terminolagy, data coding format and
weio "t Reagles adds a section on data analyses and cleverly places an
adap..a table from Tatsuko and Tiedeman (1954) (p. 211) to help organize

the attack method of selecting a statistical procedure to analyze data.

This table is a s wving feature to tHose not versed in statistical methods!.

Finally, the author presents the reader with a final note and one that is
worthy of quote: . 3

"Follow-up studies represent an imposition upon those from whom
data is collected; as such'they must be undertaken with the
utmost seriousness and consideration for the rights of the
respondents,"” ' ' ' 7

a

Yes, that's what A Handbook for Follow-Up Studies in the Human Ser-

vices is all about: seriousness and consideration with a little humor to
-keep you on your toes, - : Lo

A Handbook for,Folle%Up,StudiesriniﬁpenﬂqmanZSErv;;es is 222 pages

typed format. the Handbook is liberally

illustrated with flow charts and examples .and is available from ICD Rehabi~

litation and Research Center, New York, liew York 10010.
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